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FOREWORD 


fl£APGHOUSE 


The  Quality  Control  system  is  primarily  a  management  tool  designed  to 
improve  the  income  maintenance  operation.     The  QC  system  is  based  on  a 
thorough  investigation  and  review  of  representative  samples  of  active 
cases.     The  function  of  the  review  is  to  provide  statistically  reliable 
data  which  can  be  used  with  other  sources  of  information  to  identify 
weaknesses  in  the  methods  of  administration  which  must  be  corrected  in 
order  to  reduce  the  incidence  of  payment  errors  in  the  total  caseload. 
This  type  of  corrective  action  is  the  principal  means  by  which  the  QC 
system  can  improve  the  administration  of  the  public  assistance  program. 

The  objective  of  this  Guide  is  to  provide  materials  which  will  aid  the 
State  agencies  in  the  process  of  developing  and  implementing  effective 
corrective  action.     The  Guide  basically  describes  a  systematic  adminis- 
trative process  for  corrective  action  that  is  management  oriented,  built 
around  key  decision  points,  based  on  analysis,  planning,  implementation, 
and  evaluation  of  corrective  actions,  and  structured  to  work  through  a 
standard  method  of  documentation  to  facilitate  delegation  and  control  of 
staff  work.     Corrective  action  is  not  the  prerogative  of  the  Quality 
Control  staff  alone.     Rather  it  requires  the  involvement  of  the  total 
agency.     The  effective  transition  of  Quality  Control  findings  into  the 
mainstream  of  total  agency  operations  is  the  focus  of  this  Guide. 

There  are  two  parts  to  the  Guide.     The  first  part  describes  the  activities 
comprising  the  complete  corrective  action  process.     The  second  part,  an 
Appendix,  contains  illustrative  documentation  that  might  be  utilized  by 
the  State  agency  in  performing  the  activities  of  the  corrective  action 
process . 

Because  of  the  unique  individuality  of  the  various  States  with  respect 
to  organizational  and  administrative  patterns,  there  is  no  one  way  of 
operation  in  its  entirety  that  is  equally  suited  to  all  States.  This 
Guide,   therefore,  presents  a  recommended  approach  to  the  corrective 
action  process  recognizing  that  each  State  agency  will  need  to  make  some 
adaptations  in  the  basic  approach  to  best  suit  its  own  individual  situa- 
tion.    Also,   it  is  recognized  that  Quality  Control,  per  se, is  not  the 
total  solution  to  all  the  problems  facing  an  agency  administrator.  An 
effectively  operating  Quality  Control  system,  however,  when  used  in 
conjunction  with  other  administrative  tools,  can  make  a  substantial 
contribution  to  the  improved  management  of  the  income  maintenance  operation. 
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QUALITY  CONTROL 
DECISION  MAKING  PROCESS  FOR  CORRECTIVE  ACTION 


I.  INTRODUCTION 

Corrective  action  is  an  ongoing  administrative  process  utilizing  quality 
control  findings  to  develop  cost  effective  methods  of  eliminating  errors 
in  eligibility  and  payment  in  the  AFDC  caseload.     The  most  extensive 
corrective  action  planning  occurs  twice  a  year  immediately  following  the 
close  of  the  reporting  periods.     Other  corrective  action  planning  continues 
to  handle  problems  which  are  not  resolved  during  the  initial  planning 
and  acts  upon  the  periodic  feedback  from  corrective  action  evaluation 
and  QC  reviews  concerning  the  effectiveness  of  the  implemented  corrective 
actions . 

The  purpose  of  this  guide  is  to  assist  State  Public  Welfare  agencies  to 
develop  and  implement  effective  corrective  action. 

Corrective  action  requires  the  active  participation  and  commitment  of 
top  managemen'     and  interdepartmental  participation.     Also  it  frequently 
requires  the  allocation  of  substantial  resources.     Therefore,  a  systematic 
approach  is  necessary  for  developing  and  implementing  corrective  action. 
This  approach  needs  to  be: 

.  Management  oriented; 

.  Built  around  key  decision  points; 

.  Based  on  a  fully  integrated  process  of  analysis,  planning, 
implementation,  and  evaluation  of  corrective  action;  and 

.  Structured  to  work  through  a  standard  method  of  documentation 
to  facilitate  delegation  and  control  of  staff. 

This  approach  is  designed  to  lead  to  more  carefully  considered  corrective 
actions  that  will  have  a  greater  impact  in  reducing  and  eliminating  errors. 
However,   it  must  be  tailored  to  the  individual  needs  of  the  State  agency. 
Therefore,  the  material  in  this  section  can  only  be  considered  a  guide 
and  not  as  an  SRS  requirement.     Also,   it  must  be  recognized  that  the 
quality  control  system  has  its  limitations  and  is  not  the  total  solution 
to  all  agency  administrative  problems.     However,  quality  control,  when 
properly  integrated  into  the  total  management  system  approach  of  an  agency, 
will  make  a  substantial  contribution  in  effecting  improved  performance. 

The  guide  is  separated  into  two  parts.     The  first  part  describes  the 
activities  and  decisions  comprising  the  complete  corrective  action  process 
beginning  with  the  initial  review  of  quality  control  results  indicating  an 
error  condition  and  ending  with  the  evaluation  of  an  implemented  corrective 
action  to  reduce  the  error.     This  part  of  the  guide  has  been  developed  to 
describe  a  structured  series  of  activities  that  should  be  followed,  together 


with  the  role  of  agency  management  and  support  staff  in  carrying  them  out. 
The  second  part  of  the  guide,  the  Appendix,  contains  illustrative  documenta- 
tion forms  and  instructions  that  might  be  typically  utilized  in  performing 
the  activities  described  in  the  first  part.     This  documentation  is  detailed 
in  nature  because  it  is  intended  for  use  on  a  day-to-day  working  basis  by 
the  staff  assigned  corrective  action  tasks. 

The  accompanying  chart  shows  the  relationship  of  the  corrective  action 
process  within  the  quality  control  system. 
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II.     ORGANIZATION  FOR  CORRECTIVE  ACTION  PLANNING 


The  major  thrust  of  this  guide  material  is  its  management  orientation. 
This  is  emphasized  because  the  key  ingredient  to  more  effective  corrective 
action  is  the  active  participation  and  commitment  of  top  management  of 
the  agency.     While  this  ingredient  is  necessary  for  most  administrative 
endeavors,  it  is  particularly  important  here  because  of  the  multi-depart- 
mental implications,  the  technical  complexity,  and  the  major  resource 
allocations  required  to  achieve  corrective  action. 

The  problems  which  cause  errors  in  the  income  maintenance  system,  as 
well  as  their  solutions  (i.e.,  corrective  action)  are  seldom,  if  ever, 
limited  to  a  single  area  or  facet  of  the  agency's  operations.  They 
typically  reflect  a  variety  of  responsibilities  and  activities  at  both 
the  State  and  local  agency  level  of  income  maintenance  operations. 
Accordingly,  management  involvement,  as  envisioned  in  this  guide,  entails 
the  participation  of  most  of  the  major  department  heads  of  a  State  agency 
plus  the  Director  or  Deputy  Director.     This  top  management  group,  called 
here  a  Corrective  Action  Executive  Panel,  would  make  all  the  major  decisions 
regarding  corrective  action  analysis,  planning,   implementation,  and 
evaluation. 

1 .     Composition  of  Corrective  Action  Executive  Panel 

The  composition  of  the  Corrective  Action  Executive  Panel  could  typically 
include  such  management  personnel  as : 

.  State  Agency  Director  or  Deputy  -  Chairman 

.  Heads  of: 

-  Policy  and  Program  Development 

-  Field  Operations 

-  Quality  Control 

-  Research  and  Statistics 

-  Systems  and  Procedures /Management  Analysis 

-  Financial  Division 

-  Public  Information 

-  Data  Processing 

-  Staff  Development 

-  Legal  Department 

Depending  on  the  nature  of  the  errors  and  related  corrective  actions,  not 
all  of  the  above  people  may  be  needed  at  all  times  to  actively  serve  on 
the  Panel.     If  the  Panel  is  to  function  efficiently,  strong  consideration 
should  be  given  to  limiting  its  size  to  no  more  than  6-8  active  members  or 
participants  at  any  one  time,  as  experience  has  shown  that  larger  groups 
tend  to  become  somewhat  unwieldy. 
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The  role  of  the  Director  or  Deputy  Director  on  the  Panel  is  particularly 
important  to  its  long  term  effectiveness.     Given  the  multi-departmental 
nature  of  the  Panel's  composition,  no  single  section  or  division  head 
can  realistically  be  responsible  for  directing  the  group.  Therefore, 
if  the  group  is  to  be  truly  effective,  the  Panel  leadership  responsibility 
must  rest  with  either  the  State  agency  Director  or  his  Deputy.     This  will 
assure  that  the  Panel  will  function  to  its  fullest  potential  as  both  a 
decision-making  body  and  a  source  of  total  agency  support  and  commitment 
to  corrective  action. 
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HI.     THE  FIVE  PHASES  OF  CORRECTIVE  ACTION 

The  complete  process  of  quality  control  corrective  action  consists  of 
LeraT  natural  groupings  of  activities  and  related  management  demons 
which  have  a  logical  order  of  progression      As  a  result    this  guide  is 
organized  according  to  these  logical  groupings  or  phase|    as  they  are 
called  here.     The  phases  are  five  in  number  and  are  as  follows. 

Program  Analysis  -  Review  and  analysis  of  quality  control  results 
and  other  information  in  order  to  determine  the  basic  causes  of 
errors  in  eligibility  and  payments; 

QQWMnn  of  Alternatives  (Preliminary  Planning)  -  Identification 
•  and  preliminary  investigation  of  the  various  corrective  action 

alternatives  (i.e.,  solutions)  to  provide  management  with  suffic lent 
information  to  enable  it  to  specify  or  determine  those  alternatives 
which  warrant  further  study  and  development; 

Fn11   corrective  Action  Planning  -  Performance  of  a  thorough  cost/ 
benefit  study  of  corrective  action  alternatives  to  develop  a  full 
corrective  action  plan  for  management  to  determine  whether  or 
not  to  approve  a  commitment  of  agency  resources  for  detailed 
development  and  implementation; 

n~„^,.  A,Mnn  Tmol ementat ion  -  Development  of  the  full  corrective 

•  ZYiJn  llan  to  the  level  of  detail  necessary  for  actual  implementation, 
ana  monitoring  the  progress  of  the  corrective  action  implementation, 

^.,Hvp  Artion  Evaluation  -  Periodic  review  and  analysis  of 

•  Native  data  to  determine  the  nature  and  extent  of  the  impact 
which  the  implemented  corrective  actions  have  on  errors. 

The  above  phases  are  structured  around  the  five  major  decisions  that  must 
be  maSe by  the  Corrective  Action  Executive  Panel  regarding  corrective 
action      Each  of  the  decisions  requires  a  management  determination  on 
whe  her  to  commit  an  increasing  level  of  agency  resources  to  pursue  the 
Corrective  action  further,  or  to  discontinue  consideration      Because  it 
follows  that  tL  information  needed  in  support  of  these  decisions  must 
follows  tnar    neu  ,  the  illustrative  documentation 

also  be  °*r*l?e\allZ  ™0£  this  guide  is  also  structured  in  that  manner. 
ThHtru  ture'of  e  ase ^terTof  activities  and  management  decisions 

fs  summarized  by  the  accompanying  exhibit,   entitled  The  Five  Phases  of 
Corre^ive  Action.     The  exhibit  outlines  the  interrelationships  of  the 
ESionl  made  by  the  Executive  Panel  relative  to  ^  supporting  staff 
activities  for  each  of  the  phases.     It  also  shows  that  the  primary 
activities  which  the  Panel  performs  in  each  of  the  phases  are  essentially 
those  of  management  review. 
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For  example,  in  the  Program  Analysis  phase,  the  Panel's  primary  activity 
is  to  review  QC  findings  and  other  information  in  order  to  make  a  manage- 
ment decision  as  to  which  causes  of  error  will  be  investigated  further. 

The  related  activity  of  staff  (or  individual  members  of  the  Panel,  where 
appropriate)  is  to  obtain  additional  information  as  needed  by  the  Panel 
to  make  this  decision.     Or  to  take  another  example,  during  the  full 
planning  phase,  the  activity  of  the  Panel  is  again  one  of  review.  How- 
ever, in  this  phase  it  involves  a  review  of  the  full  corrective  action 
plans  in  order  to  select  those  which  are  to  be  implemented  in  the  next 
phase,  which  is  implementation.     This  decision,  however,   is  made  only 
after  a  comprehensive  study  of  the  proposed  corrective  action  has  been 
performed  by  staff  (as  described  in  the  last  column  of  the  exhibit). 

Throughout  the  first  three  phases,  the  decisions  of  the  Panel  narrow 
down  the  number  of  corrective  actions  being  considered  because  of 
resource  limitations  of  the  Agency  or  other  important  constraints  (e.g., 
legislative).     The  decision  in  each  of  these  phases  involves  the  agency 
in  committing  only  enough  resources  (in  terms  of  staff  and  administration) 
to  accomplish  the  work  required  to  make  the  next  decision. 

Purpose  of  the  Illustrative  Documentation 

As  discussed  above,  this  guide  describes  a  management-oriented  approach 
to  corrective  action  structured  around  key  decision  points.     However,  the 
Appendix  of  the  guide  contains  illustrative  documentation  designed  to  ensure 
that  the  staff  work,  to  support  those  decision  points,   is  performed  adequately 
and  encompasses  all  the  information  needed  for  a  sound  decision.     In  addition, 
such  documentation  facilitates  the  delegation  and  control  of  this  staff  work 
by  the  responsible  Panel  member  because  it  provides  a  definable  and  concrete 
end  product  for  a  particular  task  regardless  of  the  nature  of  the  corrective 
action. 

For  example,  one  illustrative  document  contained  in  the  Appendix  is  entitled 
Corrective  Action  Plan  Management  Summary.     Use  of  this  document  requires 
that  certain  subject  matters  be  covered  so  that  the  Panel  is  provided  with  a 
concise  description  of  the  major  characteristics,  focus,  benefits,  constraints, 
problems,  and  administrative  costs  inherent  in  a  proposed  corrective  action. 
Another  illustrative  form  contained  in  the  Appendix  is  a  cost/benefit  analysis 
summary.     Such  a  form  is  utilized  to  summarize  and  compare  the  costs  and 
benefits  of  the  proposed  corrective  action  to  the  present  income  maintenance 
operation,  including  the  costs  of  implementation.     Each  of  the  eight  elements 
of  cost  and  benefits  contained  on  this  form  in  turn  is  supported  by  other 
documentation  forms  previously  prepared  by  various  support  staffs. 

The  value  of  a  system  of  documentation  increases  as  the  corrective  action 
under  consideration  becomes  more  technically  complex  and  involves  an 
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increasing  number  of  staff  for  planning  and  implementation.     Some  States 
will  find  their  need  for  the  illustrative  documentation  to  be  minimal,  or 
may  prefer  a  methodology  which  is  different  from  the  illustrative  docu- 
mentation forms  and  instructions  contained  in  the  Appendix.  Nevertheless, 
it  is  hoped  that  these  materials  will  provide  a  starting  point  for  a  well 
structured  documentation  approach  even  if  a  State  decides  to  use  a  dif- 
ferent method. 
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THE  FIVE  PHASES  OF  CORRECTIVE  ACTION 


PHASE 

MAJOR  PANEL 
MANAGEMENT  DECISIONS 

PANEL 

STAFF  OR  MFMRFR   OF  PAWFT 

1.     Program  Analysis 

Identify  causes  for 
error  condition 

Review  QC  findings 
and  other 
information 

Obtain  additional  information 
as  needed  for  analysis 

2.     Selection  of 
Alternatives 
(Preliminary 
Planning) 

Select  specific  corrective 
action  alternatives  for 
further  study 

Review  analysis 
of  alternatives 

Perform  benefit  analysis  of 
alternatives 

3.     Full  Corrective 
Action  Planning 

Choose  corrective  action 
for  implementation  and 
assign  responsibility 

Review  full  plan 

Study  present  process,  outline 
proposed  process,  and  determine 
costs,  benefits,  and  implementa- 
tion schedule  of  corrective 
action 

4.     Corrective  Action 
Implementation 

Proceed  with  execution  of 
corrective  action 

-  Review  detailed 
operational 
design 

-  Monitor  imple- 
mentation 
process 

DeveloD  detailed   dp^icm   nf  rnr- 
rective  action  such  as  policy 
manual,  materials,  forms, 
instructions,  and  task  schedule 
implementation 

5.     Corrective  Action 
Evaluation 

Continue,  modify,  or 
terminate  the  operational 
corrective  action 

Review  QC  findings 
and  evaluation 
analysis 

Prepare  evaluation  reports  as 
needed 

•  « 


1 .     Program  Analysis 


The  principle  objective  of  the  Program  Analysis  phase  is  to  identify  the 
basic  causes  of  errors  in  eligibility  and  payment    reported  from  quality 
control  reviews.     To  achieve  this  objective  a  thorough  analysis  is 
conducted  in  order  to: 


.  Determine  what  the  quality  control  data  analysis  indicates; 

.  Determine  what,   if  any,  additional  data  is  needed  to  identify 
the  basic  causes  of  errors;  and 

.  Identify  and  isolate  the  major  cause(s)  of  reported  errors. 

During  this  phase  the  individual  members  of  the  Corrective  Action 
Executive  Panel,  and  the  Panel  as  a  whole,  review  the  indicated  error 
conditions  and  discuss  the  probable  causes  in  the  broadest  possible 
context  so  as  not  to  prematurely  limit  the  scope  of  further  corrective 
action  efforts.     It  should  be  clear  that  investigative  work  in  this 
phase  is  limited  to  quality  control  analyses  or  special  studies  (e.g., 
operation  improvement  studies,  special  validation  reviews,   etc.).  The 
prior  experience  and  agency  perspective  of  the  Panel  members  is  the 
principle  source  of  knowledge  in  the  conduct  of  Program  Analysis.  This 
is  applied  in  almost  a  "brainstorming"  sense:     each  participant  will 
provide  his  own  best  intuitive  analysis  or  interpretation  of  the  data. 
As  a  result,  the  Panel  seeks  a  consensus  as  to  an  identifiable  relation 
ship  between  the  error  condition  and  the  basic  cause.     Members  of  the 
Panel  do  not  usually  perform  the  various  tasks  associated  with  further 
study  or  information  gathering,  but  delegate  them  to  the  appropriate 
support  staff.     The  amount  of  time  and  the  skill  level  of  the  staff 
assigned  to  these  tasks  is  decided  by  the  Panel  and  its  individual 
members . 


The  end  product  of  the  Program  Analysis  phase  is  a  concise  statement  as 
to  the  tentative  cause  of  the  error  conditions  identified  in  the  quality 
control  analysis. 

A.     Major  Steps  of  Program  Analysis 

There  are  eight  major  steps  included  in  Program  Analysis.  The 
functional  flow  of  these  steps  and  the  type  of  supporting  documenta- 
tion are  shown  in  the  accompanying  Flow  Diagram  of  Program  Analysis. 
A  description  of  each  step  is  presented  below.     The  numbering  of  each 
step  corresponds  with  the  numbered  steps  in  the  flow  diagram. 
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FLOW  DIAGRAM  OF  PROGRAM  ANALYSIS 


1)  Summary  Reports  and  Tables 

The  review  schedules  obtained  over  a  period  of  six  months,  when 
consolidated  and  analyzed,  provide  a  detailed  picture,  subject 
to  sampling  error,  of  the  activity  in  the  total  caseload  in  terms 
of  payments  to  ineligible  cases  and  incorrect  payment  amounts  for 
eligible  cases.     The  Quality  Control  and/or  Research  and  Statistics 
Departments  routinely  prepare  summary  statistical  tables  and  brief 
narrative  reports  on  errors  identified  through  quality  control 
reviews.     The  focus  of  these  reports  and  tables  should  be  on 
significant  concentrations  of  errors  and  incorrect  payments  by 
element  of  eligibility  or  payment  and  type  of  error,  and  should 
include  all  information  which  will  contribute  to  a  full  descrip- 
tion of  the  error  conditions.     Since  the  concept  of  significance 
essentially  means  the  most  frequent  types  of  errors  in  terms  of 
error  rate  or  incorrect  payment  amounts,  a  few  types  or  groups 
of  errors  will  typically  comprise  the  bulk  of  the  overall  error 
rate  and  incorrect  payment  amounts.     The  complete  analysis  of 
quality  control  error  concentrations  is  received  by  all  members 
of  the  Corrective  Action  Executive  Panel. 

2)  Review 

Each  member  of  the  Corrective  Action  Executive  Panel  (or  his  staff) 
reviews  the  quality  control  data  analysis  prior  to  the  Panel 
meeting.     In  reviewing  the  materials,  Panel  members  might  identify 
and  obtain  other  available  reports  and  special  studies  to  further 
clarify  their  thinking  as  to  the  nature  and  cause  of  errors. 

3)  Determine  Cause  of  Errors 

Following  the  above  review,  the  Corrective  Action  Executive  Panel 
meets  to  discuss  the  quality  control  data  and  tables  on  errors  in 
order  to  reach  a  consensus  as  to  the  basic  cause  or  causes  for  each 
major  error  condition.     Depending  upon  the  particular  error  con- 
dition being  reviewed,  answers  need  to  be  obtained  for  the  following 
kinds  of  questions: 

Are  the  policies  involved  inherently  error-prone? 

Are  methods  of  obtaining  the  necessary  information  from 
applicants  or  recipients  adequate? 

Are  instructions  for  eligibility  workers  adequate  in  covering 
what  to  do  in  various  situations? 

Do  procedures  for  processing  information  involve  excessive 
delays  in  updating  payments? 


13 


Is  eligibility  worker  training  concerning  these  policies 
and  procedures  adequate? 

Is  there  resistance  to  the  policies  or  procedures  among 
eligibility  workers? 

Are  there  enough  eligibility  workers  to  handle  the  volume 
of  work? 

Is  there  adequate  supervision  of  eligibility  workers? 

As  each  error  condition  and  possible  cause  is  discussed,  the 
Panel  must  make  two  decisions.     First,   it  must  tentatively 
decide  on  probable  cause(s)  for  each  error  condition.  (Implicit 
in  the  determination  of  "cause"  is  that  it  is  a  correctable 
condition,  i.e.,  that  administrative  action  can  be  taken  to 
eliminate  the  error.)     When  this  is  done,  one  of  the  members  is 
immediately  assigned  to  document  the  cause  and  its  relationship 
to  the  error  condition.     Second,  the  Panel  must  decide  whether 
or  not  additional  information  is  needed  to  formulate  a  more 
definitive  statement  on  each  tentatively  identified  cause.  If 
it  is  needed,  a  staff  member  is  assigned  responsibility  to  obtain 
this  additional  information  in  order  to  develop  a  more  complete 
statement  of  cause  for  presentation  to  the  Executive  Panel  at  a 
designated  future  date.     If  it  is  not  needed  or  other  information 
is  not  available,  the  tentative  statement  of  cause  can  either  be 
immediately  finalized  or  held  for  further  discussion  by  the 
Executive  Panel  when  it  can  be  discussed  and  analyzed  in  further 
detail  in  conjunction  with  other  information. 

4)  Obtain  Additional  Information 

The  Panel  member  responsible  for  obtaining  the  needed  additional 
information  normally  will  delegate  this  task  to  his  staff.  Included 
in  this  task  is  deciding  whether  readily  available  information  is 
sufficient  or  whether  special  analysis  is  required. 

5)  Perform  Special  Analysis  Where  Needed 

If  special  studies,  surveys,  local  reports,  or  additional  data 
analysis  are  required  to  fully  understand  the  nature  and  cause  of 
the  error  conditions,  the  member  of  the  Corrective  Action  Executive 
Panel  will  see  that  the  appropriate  staff  or  departments  obtain  the 
needed  information.     Depending  on  the  nature  of  the  special  analysis 
the  staff  effort  needed  to  obtain  and  assemble  the  additional  infor- 
mation may  require  as  little  as  a  few  man-hours  or  as  much  as  severa 
man-weeks . 
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Some  typical  examples  of  special  analysis  projects  might  be 
the  following: 

.     Detailed  re-reviews  of  quality  control  error  cases; 

.     Special  reviews  of  cases  for  selected  local  offices, 
geographical  areas,  or  types  of  cases; 

Field  reviews  of  local  agency  procedures  and  administrative 
practices ; 

Local  reports; 

Additional  data  analyses. 

6)  Revise  Statement  of  Cause 

After  the  additional  information  on  the  error  condition  is  obtained, 
the  Panel  member  responsible  will  review  the  results  and  prepare  a 
revised  statement  of  cause  for  consideration  by  the  Panel. 

7)  Review 

The  Corrective  Action  Executive  Panel  will  compare  the  revised 
statement  of  cause  with  tentative  cause  statements  previously 
considered  to  determine  whether  the  statement  of  cause  is  now 
adequate.     "Adequate"  would  mean  that  there  is  group  consensus 
that  a  reasonable  relationship  between  the  error  condition  and 
the  cause  has  been  established.     This  review  should  result  in  a 
decision  by  the  Panel  for  each  error  condition  and  cause  to  obtain 
more  information,  discontinue  further  consideration  of  the  error 
condition,  or  finalize  the  cause  statement. 

8)  Finalize  Statement  of  Cause 

This  step  is  completed  whenever. there  is  final  Panel  consensus  as 
to  the  specific  cause(s)  of  a  particular  error  condition.    A  final 
statement  of  cause  should  be  drafted.     It  will  provide  a  descriptive 
summary  of  the  Panel's  analysis  and  discussion  of  the- error  con- 
ditions and  their  causes. 
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2.     Selection  of  Alternatives  (Preliminary  Planning) 


The  Selection  of  Alternatives  phase  essentially  is  a  preliminary  planning 
step  which  preceedes  the  more  detailed  planning  and  implementation  of 
corrective  action.     The  principle  purpose  of  this  phase  is  to  select 
alternative  methods  of  corrective  action  which  will  be  further  studied 
and  developed  into  a  full  corrective  action  plan  in  the  full  planning 
phase  which  follows.     To  meet  this  objective,  activity  in  this  phase 
involves : 

Identifying  alternative  ways  which  might  either  reduce  or 
eliminate  the  causes  of  error  identified  earlier  in  the 
program  analysis  phase  (i.e.,  Corrective  Action  Alternatives); 
and 

Conducting  a  preliminary  investigation  of  each  corrective  action 

alternative  to  identify  the  potential  benefits  relative 

to  its  feasibility  and  the  resources  needed  to  study  the  alternative 

further. 

These  activities  provide  the  Corrective  Action  Executive  Panel  with  means 
to  determine  where  a  greater  commitment  of  agency  time  and  resources  is 
to  be  made. 

During  the  preliminary  investigation,  the  feasibility  and  potential 
benefits  of  each  alternative  are  investigated  through:     (a)  interviews 
and  discussions  with  knowledgeable  agency  personnel,   (b)  a  review  of 
existing  data,  and  (c)  supplementary  studies  (if  needed).     In  addition, 
a  descriptive  summary  estimating  the  various  staff  resources,  time,  and 
activities  necessary  to  conduct  a  full  planning  study  of  the  corrective 
action  is  also  prepared. 

The  staff  time  involved  in  this  phase  is  relatively  minimal  when  compared 
with  the  staff  time  involved  in  the  subsequent  phases  of  Full  Planning 
and  Implementation.     Again,  the  members  of  the  Corrective  Action  Executive 
Panel  would  probably  not  perform  actual  tasks,  but  would  assign  them  to 
appropriate  staff.     For  example,  the  member  in  charge  of  collecting 
pertinent  data  is  not  expected  to  conduct  the  actual  interviews,  but  to 
delegate  this  responsibility  to  the  appropriate  staff.     Once  this  informa- 
tion is  obtained,  the  Panel  selects  those  alternatives  which  warrant 
further  consideration  through  a  full  planning  study.     The  Panel's  decision 
here  is  based  on  the  preliminary  estimate  of  the  expected  benefits, 
anticipated  operating  constraints,  problems  involved  with  eventual  imple- 
mentation, and  additional  staff  resources  needed  to  conduct  a  full 
planning  study  of  the  alternatives.     If  approved  for  Full  Planning,  the 
chosen  alternative  is  classified  (individually  or  as  a  group)  as  a 
corrective  action  project.     Alternatives  not  selected  are  either  considered 
for  additional  review  in  this  phase  or  dropped  altogether  from  further 
consideration. 
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A.     Considerations  in  Developing  Corrective  Action  Alternatives 

Corrective  actions  are  designed  to  increase  the  validity  of  a  caseload 
with  respect  to  eligibility  and  amount  of  payment.     Actions  designed 
to  reduce  error  rates  can  be  classified  into  four  types: 

Actions  to  reduce  the  need  for  information  to  determine 
the  correct  payment. 

.     Actions  to  obtain  more  accurate  information  to  determine 
and  maintain  the  correct  payment. 

.    Actions  to  utilize  information  more  accurately  in  determining 
and  maintaining  the  correct  payment. 

.     Actions  to  decrease  time  lags  in  processing  of  information 
to  determine  and  maintain  the  correct  payment. 

a.     Reducing  the  Need  for  Information 

One  type  of  corrective  action  is  to  reduce  the  amount  of  informa- 
tion needed  to  determine  eligibility  and  the  correct  amount  of 
payment.     One  method  for  accomplishing  this  is  to  reduce  the 
number  of  variables  contained  in  a  policy. 

A  common  means  of  doing  this  is  to  base  the  policy  on  the 
existence  of  a  need  rather  than  the  specific  amount  of  money 
involved.     For  example,  an  allowance  for  utilities  may  be  made 
on  the  basis  that  the  payment  of  utilities  will  be  made,  i.e., 
that  the  need  exists,  but  not  on  the  actual  amount  of  money  paid 
for  utilities  by  the  client.     This  action  reduces  the  amount  of 
information  needed  to  determine  the  correct  amount  of  payment. 
Shelter  allowances,  such  as  rent,  can  also  be  based  on  only  the 
need  for  paying  rent  but  not  on  the  amount  paid  —  thus  eliminating 
the  need  to  know  this  piece  of  information. 

A  second  method  of  reducing  the  need  for  information  is  to  base 
policy  statements  on  variables  which  tend  to  change  relatively 
infrequently  or  which  have  to  be  known  for  other  purposes.  For 
example,  a  corrective  action  could  be  to  base  shelter  allowances 
on  the  number  of  members  in  the  assistance  unit  rather  than  on 
the  actual  amount  of  rent  paid.     The  number  of  members  must  be 
known  for  other  purposes  in  the  eligibility  and  payment  determina- 
tion while  the  actual  amount  of  rent  does  not.    Also  the.  number  of 
persons  in  the  assistance  unit  may  change  less  frequently  than  the 
amount  of  rent  does.     Under  this  action,   increases  in  rent  due  to 
moves  would  not  cause  payment  errors.     If  the  number  of  members 
in  the  assistance  unit  changes  the  correct  amount  of  payment  will 
change  anyway. 
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A  third  method  of  reducing  the  amount  of  information  needed  to 
determine  and  maintain  the  correct  payment  amount  is  to  establish 
a  policy  of  re-examining  variables  only  at  specified  intervals. 
This  method  cuts  down  on  the  amount  of  work  involved  in  changing 
payment  amounts.     There  are  definite  limitations  to  this  approach, 
since  it  would  not  be  reasonable  to  ignore  substantial  changes  in' 
need  or  income  for  very  long.     This  method  has  not  been  commonly 
used  but  there  are  some  examples.    A  policy  of  continuing  the 
eligibility  of  a  child  who  has  become  18  during  the  school  year 
follows  this  rule.     If  the  child  was  less  than  18  at  the  beginning 
of  the  year,  changes  in  this  circumstance  do  not  affect  the 
eligibility  status  of  the  child  until  the  end  of  the  school  year. 
In  cases  of  irregular  income,  the  policy  of  basing  payments  on 
the  estimated  income  also  follows  this  principle. 

There  are  several  advantages  in  reducing  the  need  for  information. 
First,  it  reduces  the  amount  of  information  the  client  must  report 
to  the  agency;  second,  it  reduces  the  amount  of  information  the 
agency  must  monitor  and  verify  (if  that  procedure  is  followed) ; 
third,  it  reduces  the  amount  of  informattion  eligibility  workers 
must  utilize  in  order  to  determine  eligibility  and  the  correct 
payment.     One  difficulty  in  implementing  a  change  to  reduce  the 
need  for  information  is  that  such  a  change  may  result  in  increased 
costs,  since  a  consideration  in  the  policy  change  is  the  require- 
ment that  most  clients  not  lose  income  as  a  result  of  the  policy 
change.     However,   this  may  not  always  be  the  case.     For  example, 
current  errors  in  rental  allowances  may  be  so  frequent  that  a 
high  percentage  of  clients  already  are  not  receiving  the  "correct" 
rent  allowance  in  terms  of  the  amount  of  rent  they  actually  pay. 
Thus,  a  revised  rental  policy  based  only  on  family  size  may  cost 
no  more  than  the  current  policy  and  may  not  leave  many  clients 
worse  off  than  they  are  at  present. 

b-     Obtaining  More  Accurate  Information 

There  are  two  major  approaches  to  obtaining  more  accurate  informa- 
tion.    The  first  method  is  designed  to  obtain  more  accurate  informa 
tion  at  the  time  a  specific  action  is  taken  on  the  case,  such  as 
application  or  redetermination.     The  second  approach  is  focused  on 
obtaining  accurate  up-to-date  information  on  changed  circumstances 
between  specific  case  actions. 

One  method  of  increasing  the  accuracy  of  information  at  the  time 
of  case  action  is  to  require  more  extensive  verification  of  informa 
tion.  Verification  may  be  done  on  one  or  more  items  of  eligibility 
if  there  are  inconsistencies,  omissions,  or  a  history  of  items  such 
as  earnings  whereas  none  are  claimed  at  the  present.  Verification 
may  also  be  done  on  a  follow-up  basis  to  verify  continued  unemploy- 
ment, incapacity,  or  other  status. 
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Another  method  of  increasing  the  accuracy  of  information  is  to 
change  the  frequency  or  timing  of  monitoring.     This  may  be  done 
on  a  general  basis  by  increasing  the  absolute  number  of  monitorings 
made  on  a  case.     For  example,  most  AFDC  cases  are  redetermined 
every  six  months.     However,  if  the  data  shows  that  the  case  cir- 
cumstances change  more  frequently  than  that,  such  as  every  three 
months,  redeterminations  could  be  scheduled  at  three-month  intervals 
for  some  or  all  of  the  cases.     These  are  examples  of  patterns  of 
frequency  monitoring  designed  to  increase  the  probability  of 
obtaining  accurate  information. 

The  pattern  of  time  of  monitoring  a  case  could  also  be  changed 
to  correspond  more  frequently  with  the  patterns  of  changes  in 
the  cases.     The  absolute  number  of  monitorings  would  not  neces- 
sarily have  to  increase.     For  example,  monitoring  could  take 
place  earlier  in  the  history  of  the  case,  such  as  two  or  three 
months  after  the  initial  application,  and  then  less  frequently 
thereafter. 

Monitoring  of  selected  items  could  also  be  done  on  a  follow-up 
basis.    For  example,  one  could  monitor  changes  in  income  on 
a  bi-monthly  basis,  if  necessary,  with  other  items  being  monitored 
every  6  months  or  even  less  frequently. 

Verifying  information  and  changing  the  frequency  or  timing  of 
monitoring  are  agency-controlled  measures.    Many  corrective 
action  measures,  however,  are  designed  to  increase  the  probability 
that  the  client  will  report  changes  in  circumstances  to  the  agency. 
One  method  of  obtaining  improved  client  reporting  of  changes  is 
through  increased  client  education  and  awareness  of  his  responsi- 
bilities for  reporting  and  of  the  information  he  is  required  to 
report.     This  education  can  be  reinforced  by  sending  the  client 
forms  which  solicit  the  reporting  of  specific  changes  in  his 
circumstances . 

Personal  interviews  may  also  be  used  to  obtain  more  accurate  infor- 
mation from  clients.     This  may  be  done  on  several  bases  such  as; 
during  the  first  redetermination  after  the  initial  application; 
as  a  one-time  procedure  for  high  risk  cases  such  as  AFDC  cases  due 
to  unemployment;  for  selected  cases  with  follow-up  action,  such  as 
a  case  of  incapacity  which  is  expected  to  last  a  limited  time;  or 
cases  with  a  history  of  unreported  changes. 

There  may  be  a  tendency  to  overuse  one  or  more  of  the  methods  of 
obtaining  more  accurate  information.     An  example  is  an  agency  using 
verification  of  all  items  as  the  only  approach  to  corrective  action. 
Verification  may  be  most  effective  when  applied  on  a  limited  and 
selective  basis  and  when  used  in  conjunction  with  corrective  actions 
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to  reduce  the  need  for  information.     Because  obtaining  more  accurate 
information  almost  always  requires  additional  manpower  and  more 
detailed  information  handling  procedures  within  the  agency,  some 
substantial  investigation  of  alternative  methods  of  corrective 
action  is  warranted  before  any  method  of  obtaining  more  accurate 
information  is  implemented  on  a  major  basis.     For  example,  veri- 
fication of  the  actual  rent  paid  might  be  one  way  to  reduce  errors 
in  shelter  allowances,  but  eliminating  the  need  for  this  information 
by  basing  shelter  allowances  on  family  size  might  be  more  effective 
in  reducing  errors.     Such  a  measure  would  also  allow  the  agency  to 
put  manpower  on  the  verification  of  information  which  cannot 
readily  be  eliminated  from  the  eligibility  determination  process, 
such  as  income  from  earnings. 

Over-emphasis  on  verification,   especially  at  the  time  of  application, 
may  be  of  time-limited  value  to  the  continuing  eligibility  of  the 
case  since  some  elements  are  subject  to  rapid  changes,  and  thus 
verification  is  no  guarantee  that  the  information  will  remain  valid 
for  any  substantial  period  of  time.     Accordingly,  the  effectiveness 
of  changing  the  timing  and  the  frequency  of  monitoring,  with  or 
without  verification,  should  also  be  seriously  considered. 

c.     Utilizing  Information  More  Accurately 

The  third  major  approach  to  reducing  errors  in  eligibility  status 
is  to  stress  the  correct  application  of  policies  to  the  client's 
circumstances.     Obtaining  accurate  information  will  result  in 
reduced  errors  only  if  the  information  is  correctly  utilized. 

There  are  several  methods  of  increasing  the  accuracy  of  the  use 
of  information.     One  method  is  to  increase  the  skill  level  of 
the  agency  staff  either  through  increased  training,  through 
increased  general  skill  (qualifications)  of  the  staff,  or  through 
specialization  of  the  jobs  into  several  parts,  with  skilled  staff 
each  performing  a  given  portion  of  the  job.     A  second  method  is 
greater  use  of  supervision;  a  third,  the  reduction  of  workloads. 
A  fourth  method  is  the  use  of  aids  such  as  pre-calculated  budget 
sheets  or  more  clearly  specified  policy  statements  in  the  workers' 
manuals . 

There  may  be  a  tendency  to  over-relate  corrective  action  only  to 
the  worker's  role  in  carrying  out  eligibility  and  payment  deter- 
mination.    The  effects  of  this  over-relating  would  depend  upon 
where  the  predominant  opinion  lies  on  the  continuum  from  the 
extreme  of  "workers  are  not  diligent  enough  in  doing  their  job" 
to  the  extreme  of  "workers  cannot  be  held  responsible  for  changes 
which  take  place  after  the  worker's  specific  decision  or  action." 
Whatever  results  from  this  over-relating  of  corrective  action  to 
worker  performance,  it  will  not  be  a  reduction  in  the  error  rate. 
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d.     Obtaining  and  Processing  Information  More  Promptly 


Some  payment  errors  may  occur  simply  because,  although  the 
information  is  accurate  and  available,  it  is  not  utilized  in 
the  eligibility  and  payment  determination.     Some  payment  errors 
also  may  occur  because  it  may  take  considerable  time  for  the 
information  to  affect  the  payment  process. 

Without  specific  knowledge  about  the  office  practices  of  local 
agencies  it  is  difficult  to  state  reasons  why: 

Information  would  be  lost  or  delayed 

Information  requires  considerable  time  to  reach  the  office 

Eligibility  decision  were  not  made  or  were  delayed 

In  general,  however,  information  is  likely  to  be  lost  or  delayed 
if  there  is  no  clearly  documented  procedure,  along  with  assigned 
responsibility  for  doing  the  work,  by  which  the  information  is 
entered  into  the  payment  process. 

Information  which  requires  considerable  time  to  reach  the  payment 
determination  process  (other  than  late  reporting  by  the  client) 
may  be  due  to  delays  in  obtaining  responses  to  requests  for  infor- 
mation from  other  sources. 

Within  the  agency,   eligibility  decisions  may  be  delayed  or  not  made 
for  several  possible  reasons:     there  may  be  insufficient  staff  to 
make  them;  they  may  not  be  specifically  assigned  to  a  particular 
worker;  staff  may  have  very  low  productivity;  there  may  be  no  method 
by  which  it  is  determined  that  the  eligibility  decision  needs  to  be 
made,  i.e.,  tickler  files,  print-outs,  etc. 

The  corrective  action  necessary  to  increase  the  effectiveness  of 
information  processing  probably  will  not  be  obvious  from  the  findings 
of  the  QC  reviews.     Rather,  specific  studies  of  office  management 
practices  and  the  introduction  of  information  processing  techniques 
applicable  to  any  large  office  will  be  required  to  develop  effective 
corrective  actions  to  reduce  delays  in  obtaining  and  processing 
information. 
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B-     Major  Steps  in  Selection  of  Alternatives 


There  are  eight  basic  steps  included  in  the  Selection  of  Alternatives 
Phase.     The  functional  flow  of  these  steps  and  the  basic  supporting 
documentation  are  shown  in  the  accompanying  flow  diagram.     A  descrip- 
tion of  each  of  the  steps,  numbered  to  correspond  with  the  flow 
diagram,   is  as  follows: 


1)     Discuss  and  Select  Possible  Corrective  Action  Alternat 


iv  es 


The  Corrective  Action  Executive  Panel  discusses  possible  alterna- 
tives for  action  to  correct  the  causes  of  errors  previously 
identified  (in  Program  Analysis) .     In  these  discussions,  the 
Panel  reviews  the  positive  and  negative  aspects  of  each  alterna- 
tive and  then  selects  those  which  it  considers  to  be  potential 
solutions  for  the  specific  error  conditions  and  their  causes. 

2)  Assign  Investigation  of  Alternatives 

At  this  point,   the  Corrective  Action  Executive  Panel  assigns 
the  responsibility  for  the  investigation  of  the  selected 
alternative(s)  to  a  Panel  member  from  the  appropriate  division 
or  department. 

3)  Interview  Staff  and  Review  Pertinent  Data 

The  individual  in  charge  of  the  investigation  of  the  alternative(s) 
sees  that  the  additional  information  needed  is  gathered.  The 
collection  of  information  concerning  the  projected  effectiveness 
of  each  alternative  is  accomplished  through  the  use  of  interviews 
with  knowledgeable  persons  involved  with  administrative  areas 
related  to  the  error  condition.     Factors  involved  in  this  selection 
of  the  interviewees  should  be  based  on  the  functions,  responsibilities, 
and  knowledge  of  the  person  to  be  interviewed  relative  to  the  proposed 
project . 


4)     Describe  Alternatives  and  Estimate  Benefits 

The  purpose  of  this  step  is  to  document  the  feasible  corrective 
action  alternatives  and  develop  an  estimate  of  potential  benefits. 
The  end  product  of  this  activity  is  a  complete  definition  of  pos- 
sible corrective  actions,  specifying  the  alternatives  for  each  error 
condition,  the  benefits  of  each  alternative,  and  the  constraints  and 
problems,  e.g.,  need  for  legislation,  which  might  hinder  implementa- 
tion of  each  alternative.     Direct  benefits  are  those  which  are 
related  either  to  a  measurable  dollar  decrease  in  erroneous  payments 
or  a  percentage  of  error  reduction  which  will  result  from  the 
corrective  action.     Indirect  benefits  refer  to  any  positive  results 
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that  are  immeasurable  in  dollar  amounts  or  percentage  of  error 
reduction,  such  as  increased  public  confidence  in  the  administra- 
tion of  public  assistance,  more  equitable  client  treatment,  and 
so  on. 

5)  Prepare  Workplan 

The  end  product  of  this  step  is  a  schedule  of  activities  and  an 
estimate  of  the  agency  man-hours  and  other  resources  needed  to 
fully  study  and  plan  each  corrective  action  alternative. 

6)  Prepare  Summary  of  Alternatives 

From  previously  prepared  documentation,  a  member  of  the  Panel  or 
his  staff  will  prepare  a  cumulative  summary  document  on  all  the 
alternatives  considered.     Such  a  summary  should  fully  describe 
each  alternative,  its  constraints  and  problem  areas,  expected 
benefits  and  results.     It  should  also  contain  an  estimate  of  the 
man-days  involved  to  conduct  a  Full  Planning  study  of  the 
alternative. 

7)  Review  and  Select  Various  Alternatives 

The  Panel  next  reviews  the  various  proposed  alternatives  and 
decides  whether  to  reject  or  approve  each  for  further  planning. 
Specifically,  if  the  Panel  believes  that  the  alternative  should 
be  considered  in  more  detail  through  a  Full  Planning  study,  it 
will  assign  the  responsibility  for  Full  Planning.     If  it  decides 
that  the  alternative  is  not  feasible,  it  might  either  be  sent 
back  for  further  study  or  dropped  from  further  consideration.  As 
the  Panel  reviews  and  deals  with  each  alternative  under  considera 
tion,  the  decision  made  on  that  proposed  solution  should  be 
documented  on  the  cumulative  summary  prepared  under  item  6.  above 

8)  Assign  Responsibility  for  Full  Planning 

When  the  Panel  selects  corrective  action  alternatives  for  a  Full 
Planning  study,  it  will  assign  responsibility  for  the  study  to 
the  appropriate  staff  of  the  agency.     In  such  cases,   it  is 
convenient  to  designate  the  alternative(s)  as  a  "project."  The 
project  identity  should  be  carried  through  the  remaining  phases 
of  corrective  action. 


26 


3 .     Full  Corrective  Action  Planning 


The  principal  objective  of  Full  Corrective  Action  Planning  is  to  obtain 
an  understanding  of  both  the  economic  and  non-economic  costs  and  benefits 
of  each  proposed  corrective  action  project  in  order  to  select  actions  for 
implementation.     To  satisfy  this  objective,  a  Full  Planning  study  of  each 
proposed  corrective  action  project  is  carried  out  to  provide  the  base  of 
knowledge  needed  for  this  decision.     Such  a  study  involves: 

Carrying  out  a  detailed  review  of  areas  in  the  present  income 
maintenance  process  which  will  either  be  affected  by  or  have 
a  direct  influence  on  the  proposed  corrective  action; 

Preparation  of  a  detailed  outline  of  the  proposed  corrective 
action,  describing  generally  the  processes  and  practices  which 
will  comprise  the  action  in  order  to  determine  if  it  is 
technically  feasible;  and 

Conducting  a  thorough  economic  evaluation  of  the  proposed 
corrective  action,  identifying  and  considering  all  the 
continuing  and  one-time  costs  and  benefits  in  order  to 
determine  its  economic  feasibility. 

A  Full  Planning  study  accomplished  according  to  the  above  will  vary  in 
depth  and  breadth  according  to  the  nature  of  the  individual  corrective 
action  project  under  consideration.     The  scope  and  depth  of  a  study 
will  depend  upon  several  things.     First  of  all,   it  is  important  to 
consider  whether  the  corrective  action  is  interim  or  long-range  in 
nature.     Interim  actions  are  one-time  actions  whose  purpose  is  to 
immediately  or  rapidly  reduce  the  prevalence  of  specific  types  of 
errors  in  the  current  caseload,  while  long-term  action  involves  more 
permanent  changes  in  agency  programs,  structure,  and  operation  in 
order  to  prevent  errors  from  occurring  in  the  future  caseload.  Also, 
it  is  necessary  to  determine  exactly  the  extent  of  the  impact  that 
the  proposed  corrective  action  project  may  have  on  factors  such  as 
policy,  procedures,  or  agency  organization.     Thus,   the  scope  and 
depth  of  the  study  will  be  fairly  broad  for  corrective  actions  which 
involve  major  policy  and  program  changes  and  less  broad  for  actions 
with  lesser  implications  or  short-term  impact. 

The  end  products  or  results  of  the  Full  Planning  study  should  include 
basic  summary  documents  which  together  comprise  the  full  corrective 
action  plan.     Summary  documents  comprising  such  a  plan  might  consist 
of  the  following: 

A  narrative  description  of  the  scope  of  the  corrective  action 
project  in  terms  of  process,  policies,  costs,  benefits, 
constraints  and  implementation  problems. 
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FLOW  DIAGRAM  OF  FULL  CORRECTIVE  ACTION  PLANNING 


A  summary  comparing  the  costs  and  benefits  of  present  income 
maintenance  processes  and  practices  to  those  of  the  corrective 
action  project,  including  the  cost  of  implementation. 

A  schedule  of  the  cost  and  time  needed  to  complete  the  major 
action  steps  for  implementation  of  the  plan. 

The  completed  corrective  action  plan  is  either  approved  for  implemen- 
tation, returned  for  revision  or  refinement,  or  dropped  from  further 
consideration  as  a  viable  corrective  action  option. 

During  the  Full  Planning  study  phase,  there  typically  will  be  much 
detailed  staff  work  involving  a  substantial  number  of  man-hours  in 
comparison  with  the  minimal  staff  time  needed  in  the  two  previous 
phases  of  Program  Analysis  and  Selection  of  Alternatives.     In  the 
Full  Planning  study  phase,  the  member  of  the  Corrective  Action 
Executive  Panel  assigned  responsibility  for  the  Full  Planning  study 
of  the  corrective  action  project(s)  must  see  that  the  planning 
activities  are  properly  executed  both  in  an  administrative  and  a 
technical  sense.     Again,   it  should  be  emphasized  that  both  the  amount 
of  staff  work  and  members  of  staff  to  be  assigned  tasks  for  the  study 
depends  directly  on  the  size  and  organizational  implications  of  the 
particular  corrective  action  project. 

During  this  phase,   the  role  of  the  Corrective  Action  Executive  Panel 
is  limited  to  the  review  and  approval  of  the  completed  Corrective 
Action  Plan  for  the  projects  under  study.     However,  the  Panel's  review 
and  decision-making  role  is  of  more  critical  significance  in  this  phase 
than  in  any  other  phase  of  the  corrective  action  process,  as  a  decision 
to  approve  a  full  corrective  action  plan  will  usually  mean  a  commitment 
of  substantial  amounts  of  agency  resources  to  achieve  implementation. 

A.     Major  Steps  of  Full  Corrective  Action  Planning 

There  are  nine  major  steps  typically  included  in  the  Full  Corrective 
Action  Planning  phase.     The  functional  flow  of  these  steps  and  the 
supportive  documentation  for  each  is  graphically  illustrated  in  the 
accompanying  Flow  Diagram  of  Full  Corrective  Action  Planning.  A 
description  of  each  step  in  this  phase  is  presented  below.  The 
numbering  sequence  for  each  step  corresponds  with  the  numbered  steps 
in  the  Flow  Diagram. 

1)     Document  Present  Process 

The  purpose  of  this  step  is  to  define  in  detail  present  processes 
and  practices.     This  is  done  through  an  examination  of  applicable 
policies,  staff  functions,  procedures,  documents,  and  existing 
constraints  or  limitations  which  may  relate  to  the  development  of 
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the  proposed  corrective  action.     The  reason  for  thoroughly 
understanding  and  documenting  the  present  process  is  that  all 
corrective  action  projects  involve  existing  policies,  procedures, 
staff,  training,  and  organization.     Even  where  truly  new  or 
uniquely  different  processes  and  practices  are  being  proposed, 
they  will  almost  always  incorporate  or  integrate  some  of  the 
existing  process. 

Documenting  the  present  process  begins  with  a  review  of  the 
pertinent  interview  summaries  and  other  documentation  generated 
in  the  preliminary  planning  phase,  although  additional  inter- 
views may  be  carried  out  as  needed.    As  the  present  process  is 
reviewed,  it  is  important  to  document  the  various  job  functions, 
constraints  and  controls  which  exist,  applicable  policies,  and 
pertinent  documents  and  files.     A  flow  chart  which  graphically 
illustrates  the  present  operation  should  also  be  prepared. 

2)  Outline  Proposed  Process 

Development  of  a  relatively  detailed  outline  specifying  the 
essential  elements  comprising  the  processes  proposed  by  the 
corrective  action  project  is  carried  out  in  this  step.  In 
most  circumstances,  the  activity  involved  in  outlining  the 
proposed  process  will  tend  to  parallel  or  even  duplicate  the 
procedures  followed  for  the  present  process  because  the  types 
of  documentation  which  might  support  the  activity  in  this  step 
are,  for  the  most  part,  the  same  as  those  used  for  the  present 
process.     However,  both  the  extent  and  depth  of  documentation 
is  less  than  in  Step  1.     Necessary  documentation  might  typically 
include  written  statements  of  basic  job  functions,  policy  sum- 
mary statements,  and  narrative  descriptions  with  respect  to 
staffing  patterns,  work  flow,  forms  and  reports.     The  proposed 
process  should  also  be  graphically  summarized  in  a  flow  chart 
prepared  in  sufficient  detail  to  describe  its  complete  operation. 

3)  Analyze  Proposed  Changes 

The  purpose  of  this  step  is  to  evaluate  the  staff  and  other 
administrative  costs  of  the  proposed  corrective  action  project 
and  compare  them  with  those  of  the  present  process.     First,  the 
jobs  and  work  flows  outlined  earlier  for  the  proposed  process 
are  analyzed  in  terms  of  job  functions,  staffing  patterns,  and 
estimated  costs,  as  compared  to  the  present  process.     In  addition, 
other  identifiable  administrative  costs  should  be  estimated 
(excluding  EDP  and  training  costs)  for  the  new  process  and  com- 
pared to  similar  or  related  costs  in  the  present  process.  The 
results  should  be  adequately  documented. 
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4)     Perform  EDP  Systems  Planning  (if  needed) 


The  proposed  use  of  the  computer  must  be  defined  in  order  to 
determine  the  recurring/non-recurring  costs  and  schedules  of 
the  development  and  start-up  periods.     This  step  will  most 
commonly  be  performed  by  the  EDP  Systems  Department. 

5)  Evaluate  Training  Needs 

For  most  proposed  projects  all  training  needs  and  costs  necessary 
to  implement  and  operate  the  proposed  process  need  to  be  identified 
and  described.     The  training  needs  for  the  proposed  process  may 
cover  a  wide  range  of  activity  including  instructors,  manuals,  and 
training  aids. 

6)  Update  Benefits  and  Prepare  Corrective  Action  Plan 

The  purpose  of  this  step  is  to  update  the  estimate  of  benefits 
from  the  previous  phase  and  to  consolidate  and  summarize  all 
documentation  on  staffing,  training,  EDP  costs,  administrative 
costs,  organization,  policies,  and  job  functions.  This 
information  is  integrated  into  basic  summary  documents  which 
together  comprise  the  Full  Corrective  Action  Plan  for  the 
corrective  action  project (s)  studied.     The  written  plan  should 
contain  at  a  minimum: 

A  management  summary  describing  the  nature,  scope, 
cost/benefits,  and  composition  of  the  proposed  project. 

A  cost/benefit  document  which  summarizes  the  costs  and 
benefits  of  the  present  income  maintenance  process  in 
comparison  to  the  new  process  in  the  proposed  corrective 
action  project. 

An  implementation  cost  schedule  for  each  project  which 
contains  a  summary  of  the  project  costs  in  relation  to 
the  implementation  and  completion  time  periods  for  each 
major  implementation  step. 

The  plan  should  also  cover  the  basic  timing  and 
coordination  of  activities  and  whether  the  project 
should  be  tested  through  a  pilot  implementation. 

The  plan  should  make  a  distinction  between  interim  and  long-term 
corrective  action  in  order  to  establish  implementation  priorities. 
Interim  corrective  action  might  begin  implementation  at  the  same 
time  or  sooner  than  the  long-range  action  in  order  to  rapidly 
reduce  the  incidence  of  errors  in  the  current  caseload.  This 
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might  occur  because  the  long-range  action  would  not  be  expected 
to  show  results  within  the  immediate  future.     For  example, 
interim  corrective  action  could  be  one-time  actions  to  locate 
and  correct  cases  in  the  current  caseload  which  have  errors  in 
a  specific  factor  of  eligibility.     Long-term  corrective  action 
would  consist  of  more  permanent  changes  in  the  agency's  program, 
policies,  procedures,  or  structure  in  order  to  prevent  these 
eligibility  errors  from  occurring  in  the  future  caseload.  The 
completed  full  corrective  action  plan  is  then  sent  to  all 
members  of  the  Corrective  Action  Executive  Panel  for  review. 

7)     Review  Full  Corrective  Action  Plan 

Each  member  of  the  Corrective  Action  Executive  Panel  reviews  the 
Full  Corrective  Action  Plan.     The  Corrective  Action  Executive 
Panel  them  meets  to  discuss  the  plan.     This  is  typically  the  only 
point  at  which  the  group  meets  in  the  Full  Corrective  Action 
Planning  phase.     During  this  review  activity,  both  the  depth  to 
which  the  Panel  probes  the  information  and  the  degree  of  its 
commitment  to  anticipated  costs  and  benefits  of  the  project  are 
substantially  greater  than  in  any  previous  phase.  Therefore, 
the  group  will  naturally  place  greater  weight  on  a  decision  at 
this  point  on  whether  or  not  to  approve  the  plan  for  implementa- 
tion.    To  make  this  decision,  the  Panel  must  weigh  the  value, 
importance,  and  feasibility  of  this  proposed  plan  against  any 
others  which  may  exist  or  are  under  development.  Specifically, 
the  group  should  consider: 

Technical  feasibility 

Staff  resources  for  implementation  and  operation 
Implementation  and  operating  costs 
Policy  ramifications 
Risks 

Constraints  or  limitations 
Direct  benefits 
Indirect  benefits 
Scheduling  factors 

Institutional  resistance  to  change 
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If  the  plan  is  approved,   it  is  assigned  for  implementation 
(Step  9).     However,  if  the  plan  is  not  approved,  the  Panel 
will  either  request  desired  revisions  or  agree  to  no  longer 
consider  the  plan  as  a  viable  option. 

8)  Revise  Where  Needed 

The  purpose  of  this  step  is  to  revise  those  elements  of  the  full 
plan  as  specified  by  the  Corrective  Action  Executive  Panel  in  th 
previous  step.     If  any  revisions  are  necessary  the  plan  will  be 
resubmitted  to  the  Panel  for  approval  (Step  7). 

9)  Set  Priorities  and  Start  Dates  and  Assign  Implementation 
Responsibility 

Once  approved,  the  plan  will  be  assigned  a  priority  value  for 
implementation  along  with  appropriate  start  dates.     The  manage- 
ment responsibility  for  its  implementation  will  also  be  assigned 
by  the  Panel.     The  various  dates,  milestones,  and  projected 
benefit^  and  results  defined  in  the  full  plan  will  serve  as  the 
basis  for  tracking  implementation  progress  and  evaluating  the 
effectiveness  of  the  planned  corrective  action  by  the  Panel  in 
future  phases. 
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4.     Corrective  Action  Implementation 


The  principal  objective  of  this  phase  is  to  develop  and  operationalize 
the  Full  Corrective  Action  Plan(s)  approved  in  the  previous  phase.  As 
suggested  by  this  objective,   the  Implementation  Phase  consists  of  two 
essential  stages,  the  development  stage  and  the  execution  stage. 

In  the  development  stage  the  processes  and  practices  in  the  corrective 
action  project  are  specifically  developed  to  the  level  of  detail 
necessary  to  operate  the  corrective  action.     For  example,  procedures 
are  drafted,  forms  designed,   instructions  written,  new  or  revised  policy 
statements  prepared,   EDP  program  specifications  developed,  training 
materials  designed,  and  so  on.     As  these  operational  elements  of  the 
corrective  action  are  designed  or  developed,  staffing  requirements, 
organizational  changes,  projected  costs,   etc.,  can  be  defined  more 
realistically. 

In  the  execution  stage,  the  corrective  action  project  becomes  operational 
within  the  income  maintenance  system.     The  various  planned  action  steps 
of  the  project  are  systematically  executed  in  order  to  gradually  phase 
the  corrective  action  into  complete  operation,   either  as  a  pilot  test 
or  agency-wide.     In  addition,  while  this  "phasing-in"  process  is 
proceeding,   the  progress  of  the  installation  activity  is  being  monitored 
by  the  Corrective  Action  Executive  Panel. 

Staff  activities  in  this  phase  are  a  direct  extension  of  the  staff  work 
done  in  Full  Planning.     However,   the  level  of  detail  at  which  this  work 
is  done  is  considerably  more  comprehensive  in  nature.     Typically,  two- 
thirds  of  the  staff  effort  needed  to  carry  out  all  phases  of  the  total 
corrective  action  process  are  likely  to  be  expended  in  the  implementation 
phase.     However,   in  this  phase,  as  in  the  Full  Planning  phase,  the 
member  of  the  Corrective  Action  Executive  Panel  with  responsibility  for 
the  corrective  action  project  ensures  that  the  development  activities 
are  assigned  and  fully  carried  out,  both  in  an  administrative  and 
technical  sense. 

The  nature  of  the  Corrective  Action  Panel  review  and  decision  role  is 
of  less  critical  significance  in  this  phase  than  in  the  previous  Full 
Planning  phase.     Now,   the  approval  decision  is  basically  a  validation 
function  to  ensure  that  recently  updated  estimates  of  the  financial 
and  staff  resources  needed  for  implementation  and  continuing  operation 
of  the  corrective  action(s)  are  still  in  accordance  with  the  estimates 
contained  in  the  previously  approved  Full  Corrective  Action  Plan. 

A.     Major  Steps  in  Implementation 

There  are  17  major  steps  typically  included  in  the  Corrective  Action 
Implementation  Phase.     The  functional  flow  of  these  steps  and  the 
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FLOW  DIAGRAM  OF  CORRECTIVE  ACTION  IMPLEMENTATION 
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supportive  documentation  for  each  is  graphically  illustrated  in  the 
accompanying  Flow  Diagram  of  Corrective  Action  Implementation. 
Descriptions  of  each  step,  numbered  to  correspond  with  the  flow 
diagram,  are  presented  below. 


1)     Identify  and  Assign  Development  Tasks 


The  purpose  of  this  step  is  to  identify  and  define  all  the  develop- 
ment tasks  which  must  be  completed  and  to  assign  these  tasks  to 
appropriate  staff  members  in  the  agency.     It  is  appropriate  to 
assign  development  tasks  to  the  income  maintenance  staff  who 
typically  work  in  the  funcational  areas  related  to  the  corrective 
action  being  developed  for  implementation.     All  development  tasks, 
assignments,   and  deadlines  are  documented  for  subsequent  manage- 
ment of  the  development  effort. 


2)     Prepare  Detailed  Design  of  New  Process 


The  documentation  for  both  the  present  and  proposed  process  prepared 
earlier  in  Full  Planning  is  the  beginning  basis  for  the  detailed 
development  activity  which  is  carried  out  in  this  step.  Specifically, 
the  purpose  of  this  step  is  to  expand  upon  the  planning  documenta- 
tion of  the  proposed  process  by  designing  and  completely  documenting 
all  the  details  of  the  new  process  necessary  to  make  the  corrective 
action  project  operational.     This  requires  documentation  of  the 
complete  details  for  each  of  the  elements  or  items  which,  as  a 
whole,  comprise  the  proposed  corrective  action.     This  might  include 
any  or  all  of  the  following: 

New/revised  policy,   legislation,  regulations,  state 
letters  and  memoranda,  etc. 

Drafts  of  new/revised  procedures 

Document  formats,  prototypes,  and  instructions 

File  composition,  content,   format  and  instructions  for  use 

Detailed  job  descriptions 

EDP  program  specifications  for  inputs,  outputs,  and  files 

Envisioned  operational  and  other  constraints  on 
corrective  action 


Process  controls   (checks  and  verifications)   in  the  design 


New  organizational/operations  units 
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The  specific  content  of  each  policy,  procedure,   form,  report 
instruction,   etc.,   is  thoroughly  defined.     Each  new  or  revised 
organizational  function  is  also  defined  and  a  descriptive  flow 
diagram  of  the  process  is  prepared. 

3)  Refine  Staff  Needs  for  Implementation 

Activity  in  this  step  entails  refining  and  updating  earlier 
estimates  of: 

Staff  levels  and  estimated  costs  to  install  and  operate 
newly  developed  processes  and  practices;  and 

Any  organizational  or  structural  changes  necessary  to 
accommodate  newly  developed  processes  and  practices 
comprising  the  corrective  action. 

As  the  elements  comprising  the  new  process  are  designed,  staffing 
requirements,   organizational  changes,  and  projected  costs  can  be 
defined  more  realistically  and  accurately.     Any  changes  or  updates 
in  the  above  estimates  pursuant  to  completion  of  the  design  should 
be  documented. 

4)  Refine  Estimates  of  Non-Staff  Resources  Needed 

The  purpose  of  this  step  is  to  reassess  and  update  the  earlier 
full  planning  estimate  on  the  amount  and  costs  of  material 
(non-staff)   resources  required  to  both  implement  and  operate 
the  project.     This  estimate  is  more  realistically  determined 
as  development  of  the  process(es)   in  the  project  is  completed. 
Requirements  and  costs  for  such  things  as  office  space,  equip- 
ment, documents,   supplies,  EDP  services,  and  other  materials 
should  be  re-examined  and  new  estimates  documented. 

5)  Develop  Training  Materials  and  Final  Training  Plan 

This  step  involves  updating  the  training  plan  developed  earlier 
in  the  Full  Planning  phase  based  on  improved  knowledge  of  the 
new  processes  and  practices  developed  in  Step  2.     This  might 
include  identifying  how: 

To  notify  relevant  staff  of  proposed  changes; 

To  schedule  and  justify  proposed  changes;  and 

To  notify  individual  units  or  bureaus  of  specific 
changes,  and  to  schedule  such  notification. 
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Also,  specific  training  tools  such  as  manuals,  teaching  aids, 
and  other  training  materials  are  developed  in  the  detail 
necessary  to  fully  support  user  training.     The  updated  training 
plan  and  description  of  various  training  resources  incorporated 
or  developed  for  user  training  should  be  summarized  and 
documented . 

6)  Update  Implementation  Schedule  and  Cost/Benefit  Summary 

Once  the  detailed  development  activities  have  been  completed, 
the  costs,  benefits,  and  feasibility  of  the  project  are  more 
accurately  estimated. 

The  materials  developed  to  support  the  installation  and  opera- 
tion of  the  corrective  action,  including  all  updated/revised 
estimates  regarding  costs,  staff,  training,  benefits,  key 
progress  milestones,   etc.,  are  then  disseminated  among  all 
members  of  the  Corrective  Action  Executive  Panel  for  review. 

7)  Review  of  Developed  Corrective  Action  Materials,  Implementa- 
tion Schedule  and  Cost/Benefit  Summary 

The  review  by  the  Corrective  Action  Panel  basically  parallels  the 
review  and  decision  step  in  the  previous  phase  of  Full  Planning. 
However,  the  Panel's  decision  at  this  point  is  more  of  a  verifica- 
tion activity  to  ensure  that  updated  costs  and  resource  needs  are 
in  accordance  with  the  full  plan  originally  approved  by  the  Panel. 
The  Panel  also  reviews  the  updated  implementation  schedule  and  the 
updated  cost/benefit  summary.     In  reviewing  these  materials,  the 
Panel  should  apply  the  same  criteria  as  in  Step  9  of  the  Full 
Planning  phase. 

8)  Define  Pilot  Parameters 

When  the  Panel  grants  final  approval  to  the  corrective  action,  this 
approval  should  include  whether  to  pre-test  the  corrective  action 
through  a  pilot  test  implementation. 

There  are  various  tradeoffs  to  be  considered  with  respect  to  deciding 
whether  or  not  to  do  a  pilot  test.     Typically,  the  major  advantage 
in  doing  a  pilot  is  the  reduction  of  uncertainty  and  risk  about  a 
subsequent  full  agency-wide  implementation.     However,   factors  working 
against  conducting  a  pilot  test  could  be: 

The  pilot  might  delay  the  initiation  of  full  agency- 
wide  implementation. 

Failure  of  the  pilot  for  unmerited  reasons  could 
totally  preclude  full  agency-wide  implementation. 
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The  corrective  action  might  be  too  minor  or  of  too 
negligible  size  to  even  warrant  a  pilot  test  (i.e., 
it  might  not  be  significant  enough  to  provide  any 
measurable  results  in  a  pilot  test). 

On  the  other  hand,  factors  favorable  to  a  pilot  test  might  be: 

A  successful  pilot  eliminates  doubt  about  the 
corrective  action  among  local  and  State  income 
maintenance  staffs  and  facilitates  its  acceptance. 

A  pilot  test  can  serve  as  a  clear  checkpoint  or 
gauge  of  success  in  full  agency-wide  implementation. 

If  a  pilot  test  is  desired,  the  Executive  Panel  should  then: 

Define  the  purpose  of  a  pilot  installation/implementation. 

Generally  describe  the  scope  of  the  test. 

Identify  and  define  the  prerequisites  for  a  test 
implementation  in  terms  of: 

-Organizational  factors 
-Geographical  factors 
-Demographic  factors 
-Time  constraints 
-Procedural  constraints 
-Other  unique  factors 

Once  decided,  the  information  regarding  the  pilot  test  should  be 
documented . 

9)     Revise  Where  Necessary 

In  situations  where  the  Panel  has  withheld  final  approval  of  a 
developed  corrective  action  (Step  7)  because  of  changes  or 
revisions  it  desires,   the  project  is  returned  to  the  appropriate 
staff  to  be  revised  or  changed  as  specified  by  the  Panel.  Upon 
completion  of  the  appropriate  changes  or  revisions,  the  project 
will  be  reconsidered  by  the  Corrective  Action  Executive  Panel 
(Step  7). 

10)     Prepare  Implementation  Plan  Task  List 

In  this  brief  step,  final  implementation  activity  during  which 

the  corrective  action  will  become  operational  is  planned  in  detail, 

This  requires  the  development  of  a  detailed  plan  for  phasing  the 
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project  into  full  operation  as  well  as  for  monitoring  the 
progress  of  implementation.     Included  in  this  plan  are  a 
list  and  time  schedule  for: 

Forms  necessary  during  the  phasing-in  of  the  project 

Agency/department  preparation 

Manpower  and  resource  requirements  during  the 
phasing-in  period 

Printing  of  supportive  documents 

Acquisition  of  supplies 

Preparation  of  office  and  other  facilities 

Monitoring  and  periodic  reports  on  the  progress  of 
implementation 

It  is  often  difficult  to  tell  just  when  a  corrective  action 
is  fully  implemented.     Nevertheless,   this  task  list  should 
provide  a  clear-cut  completion  date  for  each  implementation 
task. 

11)  Assign  Implementation  Tasks 

Each  task  of  the  implementation  plan  task  list  needs  to  be 
assigned  to  specific  staff  for  accomplishment.     This  step 
should  be  documented  fully.     Each  of  the  major  tasks  or 
activities  on  the  implementation  plan  task  list  should  be 
described  to  the  lowest  level  of  detail  possible.     The  detail 
should  be  complete  to  the  point  that  supervisors  and  unit  heads 
who  are  not  fully  familiar  with  the  complete  corrective  action 
may  carry  out  their  assigned  implementation  tasks  with  a  clear 
understanding  of  what  is  to  be  done  to  adequately  implement  the 
plan. 

12)  Final  Review  of  Implementation  Plan 

The  purpose  of  this  step  is  to  provide  the  Corrective  Action 
Executive  Panel  with  an  opportunity  to  review  both  the  imple- 
mentation task  plan  and  summary  of  task  assignments  prior  to 
proceeding  with  the  phase-in  activity  with  respect  to  instal- 
lation of  the  corrective  action. 
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13)     Revise  as  Specified 


At  this  point  any  elements  or  areas  of  the  implementation  plan 
are  revised  as  specified  by  the  Corrective  Action  Executive 
Panel.     After  making  the  appropriate  revision,  the  plan  will 
be  resubmitted  for  final  approval  (Step  12). 

14)  Implement  the  Corrective  Action 

This  step  marks  the  vital  point  of  actually  making  the  corrective 
action  operational  within  the  income  maintenance  system.     It  is 
in  this  step  that  each  planned  implementation  task  is  carried  out 
in  order  to  complete  the  systematic  installation  of  specific 
processes  and  practices  comprising  the  corrective  action.  This 
step  is  carried  out  by  all  staff  in  the  State  or  local  agencies 
who  are  an  integral  part  of  the  day-to-day  income  maintenance 
operation. 

15)  Prepare  Periodic  Progress  Reports 

As  specified  in  the  implementation  plan,  periodic  implementation 
progress  reports  are  prepared  comparing  actual  progress  against 
the  implementation  plan  for  the  project.     The  progress  report 
should  contain  a  section  for  comments  or  recommendations  by  the 
project  manager  concerning  the  current  progress  of  implementation. 

16)  Compare  Actual  Implementation  Progress  with  Scheduled  Progress 

The  progress  reports  are  sent  to  members  of  the  Corrective  Action 
Executive  Panel  to  serve  as  a  basis  for  monitoring  the  progress  of 
implementation.     If  progress  for  implementing  the  corrective  action 
is  satisfactory  and  no  major  problems  have  arisen,  this  step  then 
marks  the  end  of  the  implementation  phase.     However,  when  the 
progress  of  the  implementation  activity  is  lagging  or  significantly 
off  schedule,   the  Corrective  Action  Executive  Panel  should  meet  to 
consider  the  situation.     Based  on  the  progress  report  and  any 
comments  and  recommendations  of  the  project  manager,  the  Panel  will 
consider  the  cause  of  the  delays  in  implementation  and  decide  how 
to  resolve  the  problem. 

17)  Adjust  Implementation  Schedule  or  Resources 

This  step  is  carried  out  only  if  the  Executive  Panel  has  decided  to 
change  or  make  revisions  in  the  implementation  plan.     The  group  will 
decide  specific  changes  to  be  made  in  the  implementation  plan, 
whether  they  be  in  the  time  schedule,  resources  allocated  to  imple- 
mentation, or  both.     Any  changes  will  be  specified  and/or  spproved 
and  a  revised  plan  will  then  replace  the  initial  plan. 
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5.     Corrective  Action  Evaluation 


The  purpose  of  evaluation  is  to  determine  the  effectiveness  of  implemented 
corrective  actions.     This  determination  focuses  on  the  reduction  of 
specified  error(s) ,  the  cost-effectiveness  of  the  corrective  action  taken, 
and  the  indirect  beneficial  and  detrimental  side  effects.     Evaluation  also 
provides  the  basis  for  determining  which  types  of  corrective  action  succeed 
in  accomplishing  specified  goals.     This  knowledge  will  be  useful  in 
developing  and  implementing  future  corrective  action. 

Evaluation  measures  the  effectiveness  of  the  corrective  action  in 
terms  of: 


Reduction  of  errors 


Cost/benefit  results 


Indirect  benefits 


These  are  basically  the  same  criteria 
and  selecting  those  corrective  action 
The  Corrective  Action  Executive  Panel 
actual  results  compare  with  the  antic 


which  were  used  earlier  in  developing 
alternatives  later  implemented, 
in  this  phase  determines  how  the 
ipated  results. 


The  data  used  for  evaluation  is  of  two  types,  routine  and  special.  The 
routine  evaluation  reports  prepared  every  6  months  from  quality  control 
data  provide  the  basic  information  for  the  Panel's  evaluation  decisions. 
These  reports  may  be  supplemented  by  special  evaluation  reports  which 
are  prepared  according  to  the  information  needs  specified  by  the  Panel. 
Many  times  these  reports  might  consist  of  special  analysis  or  summariza- 
tion of  available  quality  control  data.     In  some  situations,  additional 
supplementary  data  may  be  needed  when: 

The  corrective  action  is  a  pilot  project; 

The  corrective  action  is  confined  to  a  single  geographical 
region  of  the  State; 

The  information  needed  on  the  corrective  action  either  is  not 
contained  in  the  quality  control  data  breakdowns  or  is  needed 
more  frequently  than  every  six  months. 

A  problem  inherent  in  using  any  data  for  evaluation  purposes  is  how 
to  clearly  distinguish  the  impact  of  the  corrective  action  from  other 
influences  such  as  changes  in  the  agency  organization,  implementation 
of  new  programs,  or  modifications  to  current  policy  and  procedures. 
The  corrective  action  is  not  the  only  variable  affecting  error  rates 
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FLOW  DIAGRAM  OF  CORRECTIVE  ACTION  EVALUATION 
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and  erroneous  payments,  so  the  judgment  and  experience  of  the  Panel  is 
critically  needed  to  realistically  interpret  the  results  and  determine 
whether  the  corrective  action  is  achieving  the  desired  objectives.  If 
the  Panel  determines  that  a  corrective  action  is  not  achieving  these 
objectives,   it  then  decides  whether  to  modify  or  discontinue  the 
corrective  action,  and  also  provides  direction  as  to  how  it  shall  be 
modified.     If  evaluation  shows  that  the  corrective  action  is  satisfactory, 
then  the  Panel  decides  whether  to  continue  evaluation  in  the  future. 

Staff  activities  in  this  phase  are  limited  to  report  preparation.  If 
special  reports  are  necessary,  the  staff  is  responsible  for  the  design 
of  the  methodology,  collection  of  additional  information,  and  analysis 
of  the  data.     In  all  cases,  they  will  prepare  the  requested  evaluation 
reports  for  presentation  to  the  Panel. 

A.     Major  Steps  in  Evaluation 

The  functional  flow  of  the  major  steps  involved  in  the  process  and 
the  supporting  documentation  is  shown  in  the  Flow  Diagram  for 
Corrective  Action  Evaluation.     Descriptions  of  each  step,  numbered 
to  correspond  with  the  flow  diagram,  are  presented  below: 

1)  Specify  Desired  Information 

The  basis  on  which  the  Corrective  Action  Executive  Panel  identifies 
the  desired  information  is  found  in  the  implementation  plan 
schedule  and  the  updated  cost/benefit  analysis  summary  prepared  in 
the  developmental  stage  of  the  implementation  phase.     Once  the 
information  needs  are  defined,  the  Panel  is  able  to  determine  if  a 
special  evaluation  report  is  needed  or  if  the  routinely  summarized 
quality  control  data  is  sufficient  for  evaluation  purposes.  Since 
the  scope  and  format  of  available  quality  control  data  is  known 
prior  to  the  beginning  of  the  evaluation  of  a  particular  corrective 
action,  the  need  for  a  supplemental  report  will  usually  be  evident 
and  its  specification  can  be  made  without  awaiting  the  next  routinely 
scheduled  report  on  quality  control  results. 

2)  Develop  Procedures  and  Collect  Data 

Generally  the  Quality  Control  department  or  the  Research  and 
Statistics  department  designs  the  methods  and  procedures  for 
gathering  the  special  evaluative  data  needed.     There  may  also 
be  special  reports  from  the  Quality  Control  findings.     The  design 
would  typically  include:     sources  and  methods  of  obtaining  informa- 
tion worksheets,  forms,  and  time  schedules  for  when  the  data  will 
become  available.     The  data  will  then  be  collected,  summarized, 
and  a  special  evaluation  report  prepared.     This  will  be  forwarded 
to  members  of  the  Executive  Panel  for  their  review. 
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3)     Prepare  Routine  Evaluation  Reports 


The  department  which  has  responsibility  for  the  preparation  of 
routine  evaluation  reports  prepares  and  submits  the  reports  to 
the  Panel  periodically  as  specified  in  order  to  provide  con- 
tinuous feedback  on  each  corrective  action. 


4)  Evaluate  Results 

On  the  basis  of  the  information  provided  in  the  routine  evalua- 
tion reports   (and  any  special  reports  which  had  been  prepared) , 
the  Panel  evaluates  the  effectiveness  of  the  corrective  action 
and  determines  if  it  should  be  continued  in  its  present  form. 
The  Panel  makes  the  evaluation  based  on  the  reported  error 
reduction,  actual  costs  and  benefits  of  the  corrective  action, 
and  related  indirect  outcomes.     Even  if  the  Panel  decides  the 
objectives  of  the  corrective  action  are  being  adequately  achieved, 
it  may  decide  that  continued  or  even  more  extensive  evaluation  is 
still  necessary.     (When  it  is  determined  that  the  evaluation  is  no 
longer  needed,  Step  6  -  Document  Final  Results  follows.) 

5)  Designate  Needed  Changes 

If  the  Panel  decides  that  the  expected  objectives  of  the  cor- 
rective action  are  not  being  met,   it  must  decide  whether  to 
continue  or  modify  the  corrective  action.     If  the  corrective 
action  is  to  be  modified,  the  Panel  defines  and  specifies  any 
necessary  changes.     As  a  result,   some  of  the  activities  in  the 
four  previous  phases  of  corrective  action  may  have  to  be  repeated. 


6)     Document  Final  Results 

Once  the  Executive  Panel  is  satisfied  that  the  objectives  of  the 
corrective  action  have  been  achieved  and  no  further  evaluation  is 
needed,  the  results  are  documented  in  a  final  report  on  the 
corrective  action. 
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USE  OF  THE  ILLUSTRATIVE  DOCUMENTATION 


This  Appendix  provides  a  series  of  forms  which  illustrate  the  types  of 
documentation  necessary  to  facilitate  corrective  action  planning  and  implemen- 
tation.    The  documentation  is  designed  to  ensure  that  the  staff  work  to  support 
the  major  decisions  of  the  Corrective  Action  Executive  Panel  is  performed 
adequately  and  encompasses  all  the  information  needed  for  sound  management  de- 
cisions.    In  addition,  the  delegation  and  control  of  staff  work  is  facilitated 
by  providing  a  definable  and  concrete  end  product  for  a  particular  task 
regardless  of  the  nature  of  the  corrective  action. 

The  value  of  this  system  of  documentation  will  increase  as  the  corrective 
action  under  consideration  becomes  more  technically  complex  and  involves  an 
increasing  number  of  staff  for  planning  and  implementation.     Some  states  will  find 
their  need  for  the  illustrative  documentation  to  be  minimal,  or  may  prefer  a 
methodology  which  is  different  from  the  forms  and  instructions  contained  here. 
Nevertheless,   it  is  hoped  that  these  materials  will  provide  a  starting  point 
for  a  well  structured  documentation  approach. 

Relationship  of  Documentation  to  Corrective  Action  Process 

The  overall  corrective  action  planning  and  implementation  process  has  been 
explained  in  the  first  two  sections  of  the  Guide.     Those  sections  must  be  read 
before  using  the  illustrative  documentation  because  they  provide  the  framework 
for  understanding  the  forms  and  their  relationship  to  the  corrective  action 
administrative  process.   Particularly  important  in  the  second  section  of  the 
Guide  are  the  descriptions  of  the  major  administrative  steps  of  each  of  the 
five  phases  since  these  describe  the  role  of  the  documentation  and  the 
responsibilities  of  agency  staff  in  its  preparation.     The  flow  diagrams  are 
also  important  because  they  indicate  the  linkage  between  the  major  steps, 
decision  points,  and  documentation.     Although  separate  flow  diagrams  are 
presented  for  each  phase,  the  five  diagrams  taken  together  also  represent 
a  total  continuous  process.     The  linkage  between  phases  is  indicated  by 
numbered  boxes  (called  off-page  connectors)  which  appear  at  the  beginning 
and  end  of  each  flow  diagram.     Where  the  numbered  connector  on  one  diagram 
matches  the  numbered  connector  on  the  next  flow  diagram,   this  indicates 
where  the  two  processes  are  linked  together.     The  flow  diagrams  presented  in 
the  Appendix  are  identical  to  those  in  the  second  section  of  the  Guide,  except 
that  the  documentation  form  numbers  also  appear  on  the  diagram  next  to  each 
of  the  document  symbols. 
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Using  the  Forms 


The  forms  are  primarily  intended  to  be  prepared  by  personnel  actually  doing 
the  detailed  staff  work  concerning  the  planning  implementation,  and  evaluation 
of  the  corrective  action.     These  are  designed  for  use  as  working  papers  to 
document  the  staff's  daily  activities.     Although  all  of  the  prepared  forms 
should  be  available  for  review  by  the  Panel,  the  Panel  will  probably  focus 
most  of  its  attention  on  the  summary-type  forms  in  the  course  of  its  review 
and  decison  making  activities. 

When  determining  which,  if  any,  forms  to  employ,   the  State  should  understand 
fully  that  the  intent  of  this  Guide  is  not  to  suggest  that  a  sucessful  corrective 
action  can  occur  only  if  such  documentation  is  used.     The  requirements  of  the 
specific  corrective  action  should  determine  the  type  of  documentation  utilized. 
It  is  necessary  however,  that  the  appropriate  staff  think  through  the  entire 
corrective  action  process  during  its  early  stages  in  order  to  determine  the  type 
of  documentation    to  be  utilized.     In  doing  this,   it  is  the  scope  and  complexity 
of  the  corrective  action  which  is  the  determining  factor. For  example,  major 
changes  in  agency  policy  that  necessitate  only  minor  revisions  in  existing 
procedures  may  require  very  few  of  the  forms,  while  major  changes  in  job 
functions  affecting  many  people  and/or  departments  which  take  a  long  time 
to  implement  would  require  more  extensive  use  of  the  documentation. 

In  this  Appendix,  the  illustrative  documentation  is  grouped  by  each  of 
five  corrective  action  phases.     An  index  listing  both  the  forms  typically 
used  and  the  order  of  their  intended  use  is  provided  for  each  phase.  It 
should  be  noted  that  some  of  the  forms  are  designed  for  use  in  more  than 
one  phase  and  some  might  be  used  at  two  different  points  in  the  same  phase. 

Instructions  for  completing  the  documents  are  presented  on  the  reverse 
side  of  each  form.     Included  in  the  instructions  are  the  following  headings: 

•  the  purpose  of  each  form 

•  existing  documentation,  i.e.,  other  forms  or  information  which  might 
aid  in  completing  the  form. 

•  considerations  to  keep  in  mind  when  using  the  form 

•  detailed  instructions  for  preparing  each  item  of  the  form 

The  forms  are  designed  to  be  organized  and  filed  according  to  the  error  condition 
in  the  first  two  phases,  and  by  the  corrective  action  under  consideration 
(corrective  action  project)   in  the  last  three  phases.     There  is  also  a  provision 
on  each  form  for  indicating  supervisory  review  of  staff  work. 
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FORMS  TYPICALLY  USED  IN  THE  PROGRAM  ANALYSIS  PHASE  (IN  ORDER  OF  INTENDED  USE) 


Flow  Diagram  Steps  Form  No. 

3.        Review  and  Determination  of  Causes: 

Statement  of  Cause  -  Tentative  101 

8.        Finalize  Statement  of  Cause: 

Statement  of  Cause  -  Final  101 
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101 


Instructions  for '.  Statement  of  Cause  (101) 


I .         Purpose  of  the  Form: 

To  provide  a  summary  of  analysis  and  discussion  concerning  an  error  con- 
dition and  related  basic  causes. 

II        Existing  Documentation: 

Notes  of  member's  review  of  quality  control  data  analysis  in  conjunction 
with  their  own  analysis. 

III.       Procedures  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Describe  the  error  condition  in  a  concise  statement,  using 
quantitative  results  from  prepared  analyses  where  appropriate. 

3.  Briefly  and  concisely  state  the  basic  cause  or  causes  of  the 
error  condition. 

4.  Discuss  the  relationship  of  the  cause(s)  to  the  error  condition 
in  sufficient  detail  to  establish  a  linkage  between  the  error 
and  stated  cause. 
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SELECTION  OF  ALTERNATIVES 
(PRELIMINARY  PLANNING) 
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FLOW  DIAGRAM  OF  SELECTION  OF  ALTERNATIVES 
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FORMS  TYPICALLY  USED  IN  THE  SELECTION  OF  ALTERNATIVES   (PRELIMINARY  PLANNING)  PHASE 


Flow  Diagram  Steps  Form  No, 

3.  Interview  staff  and  review  pertinant  data: 

Interview  summary  201 

4.  Describe  alternatives  and  estimate  Benefits: 

Definition  of  Corrective  Action  Alternatives  202 

5.  Prepare  Work  Plan: 

Full  corrective  action  planning  workplan  203 

6.  Prepare  Summary  of  Alternatives: 

Summary  of  Alternative  204 
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201 


Instructions  For:     Interview  Summary  (201) 


I.       Purpose  of  the  Form: 

To  summarize  any  pertinent  information  related  either  to  the  problem  area 
or  an  alternative  corrective  action,  which  as  been  obtained  in  the 
course  of  interviews  with  knowledgable  persons  within  the  agency. 

II.       Existing  Documentation: 

Statement  of  cause  (101) 
Special  Reports,  etc. 

III.       Considerations  In  Using  the  Form: 

This  is  an  information  gathering  form  only.     (Analysis  is  done  at  a 
later  time) . 

IV.       Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information.     Use  a  short  phrase  to  describe 
the  error  condition. 

2.  List  all  the  possible  or  alternative  methods  of  corrective  action 
which  the  respondent  might  suggest. 

3.  Indicate  any  factors  or  problem  areas  which  the  respondent  predicts 
as  being  likely  to  constrain  or  hinder  a  successful  implementation 
of  each  alternative.    (This  type  of  information  is  also  important 

for  any  realistic  assessment  of  the  feasibility  of  the  various  corrective 
action  alternatives  and  the  establishment  of  priorities  for  any 
subsequent  full  corrective  action  planning  study). 

4.  Record  the  direct  and  indirect  benefits  that  the  respondent  estimates 
would  result  from  implementing  each  alternative.     Although  the  most 
direct  benefit  should  be  a  reduction  in  error  rates  and  incorrect 
recipient  payments,   probe  for  any  indirect  benefits  that  might  accrue 
such  as  improved  interagency  communication,  fewer  employee  morale 
problems,  strengthened  client/agency  relationships,  or  other  indirect 
beneficial  results. 
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Instructions  for:     Definition  of  Corrective  Action  Alternative  (202) 


I.       Purpose  of  the  Form: 

This  provides  a  complete  description  of  each  corrective  action  alternative 
being  considered  in  conjunction  with  an  error  condition.     This  form 
includes  a  brief  narrative  description  of  the  corrective  action  alternative, 
probable  constraints  and  problem  areas  that  would  retard  possible  implementation, 
and  the  predictable  benefits  of  each  alternative. 

II.      Existing  Documentation: 

Statement  of  cause  (101) 

Interview  Summaries  (201) 

Additional  Information  Obtained  During  this  Phase 
III.      Considerations  In  Using  the  Form: 

A  separate  form  should  be  completed  for  each  corrective  action  alternative 
being  considered  in  conjunction  with  an  error  condition.     These  will  sub- 
sequently be  used  in  developing  priorities  for  further  corrective  action 
planning. 

IV.       Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information 

2.  Describe  the  corrective  action  alternative  in  concise  statements. 
A  corrective  action  alternative  is  a  proposed  solution  which  is 
expected  to  have  a  measureable  impact  on  the  original  error  con- 
dition.    The  type  and  nature  of  each  alternative  should  be  defined 
explicity  at  the  outset,  including: 

•  A  description  of  its  environment  (i.e.,  causes,  effects, 
organizational  units  involved,  etc.) 

•  Time  considerations  (point  in  time  in  which  it  is  implemented, 
frequency  with  which  it  will  occur,  length  of  time  during  which 
the  corrective  action  will  take  place.). 

•  Identifiable  relationships  among  error  conditions  when  a  specific 
alternative  (strategy)  might  address  two  or  more  error  conditions. 

•  Problem  areas  in  which  policy  will  have  a  direct  influence  on 
the  implementation  of  the  alternative^ 

3.  Constraints  and  problems  which  might  exist  need  to  be  considered 
in  the  selection  of  an  alternative.     No  matter  how  great  the 
potential  benefits,  the  barriers  inherent  in  implementation  are 
extremely  relevant.     For  example,  a  corrective  action  might 
necessitate  a  change  in  state  law  when  the  legislature  is  not 

in  session;     the  Welfare  Rights  Organization  might  legally  challenge 
a  change  in  policy  which  requires  proof  of  financial  need  for  a 
specific  item;  or  substantial  additional  time  of  income  maintenance 
workers  might  be  called  for  when  they  already  lag  behind  in  com- 
pleting redeterminations  of  their  caseloads. 

4.  Estimate  the  potential  benefits  which  could  be  achieved  by  the 
proposed  corrective  action  alternative.     Benefits  of  concern 
are  both  direct   (measurable)  and  indirect  (non-measurable). 
Direct  benefits  might  include  reduction  in  the  percentage  case 
eligibility  error,  dollar  change  in  assistance  payments,  etc. 
Indirect  benefits  might  include  such  items  as  increased  administrative 
efficiency,  more  favorable  public  opinion,  or  a  substantial  reduction 
in  the  number  of  requests  for  fair  hearing. 
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Instructions  For:     Full  Corrective  Action  Planning  Workplan  (203) 


I.       Purpose  of  the  Form: 

To  provide  a  list  of  the  activities  and  an  estimate  of  the  agency  man-hours 
and  other  resources  needed  to  fully  study  and  plan  each  corrective  action 
alternative . 

II.       Existing  Documentation: 

Interview  Summary  (201) 

Definition  of  Corrective  Action  Alternative  (202) 
Other  supplementary  reports  and  studies 


III.       Consideration  In  Using  the  Form: 


This  form  is  the  basis  for  planning  work  for  the  following  phase  of  full 
corrective  action  planning.  As  such,  all  full  planning  tasks  are  identified, 
responsibilities  are  defined,  and  a  time  schedule  is  estimated  for  the  work 
in  the  following  phase  of  Full  Planning. 

IV.       Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Identify  the  primary  tasks  to  be  performed  in  the  Full  Corrective 
Action  Planning  phase. 

3.  Identify  the  type  of  staff  personnel  responsible  for  performing  the  task. 

4.  Specify  an  estimated  deadline  for  completion  of  the  task. 


5.  Estimate  and  record  the  man-hours  or  other  unit  of  effort  required  to 
perform  the  task. 

6.  Project  the  man-hours  or  other  unit  of  effort  across  the  time  schedule 
columns  for  the  week  in  which  they  will  be  performed. 
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Instructions  For:     Summary  of  Corrective  Action  Alternatives  (204) 


I.  Purpose  of  Form: 

To  provide  a  cumulative  summary  of  error  conditions  and  corrective  action 
alternatives,  the  constraints  and  problem  areas  inherent  in  each  alternative, 
the  expected  benefits  for  each  alternative,  and  a  rough  estimate  of  mandays 
necessary  to  develop  the  alternative (s)  into  a  Full  Corrective  Action  Plan. 

II.  Existing  Documentation: 

Definition  of  Corrective  Action  Alternative  (202) 

Full  Corrective  Action  Planning  Workplan  (203) 

III.     Considerations  In  Using  the  Form: 

Use  of  this  form  is  optional.     Typically,  it  would  be  utilized  only  if  the 
Corrective  Action  Executive  Panel  is  reviewing  an  inordinantly  large  number 
of  alternatives  over  the  course  of  a  year  (eg.  20-30  alternatives).  Otherwise, 
this  form  will  not  be  needed. 

IV.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Succinctly  list  the  error  condition.     Directly  below  each  listed  error 
condition,  list  the  alternative (s)  under  consideration. 

3.  List  the  expected  benefits  and  results  (direct  and  indirect)for  each  alternative 
in  the  appropriate  columns  as  transcribed  directly  from  the  Definition 

of  Corrective  Action  Alternative  forms. 

4.  Record  the  estimated  number  of  mandays  needed  to  conduct  a  full  planning 
study  of  each  alternative. 

5.  Indicate  the  disposition  of  each  alternative  according  to  its  status 
as  determined  by  the  Corrective  Action  Executive  Panel.     (This  column 

should  be  updated  after  each  Corrective  Action  Executive  Panel  review  session) • 
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FLOW  DIAGRAM  OF  FULL  CORRECTIVE  ACTION  PLANNING 
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FORMS  TYPICALLY  USED  IN  THE  FULL  PLANNING  PHASE  (IN  ORDER  OF  INTENDED  USE) 


Flow  Diagram  Steps  Form  Number 

1.  Document  Present  Process: 

Policy  Summary  -  Present  301 

Job  Description  -  Present  302 

Document  Index  -  Present  303 

Document  Profile  -  Present  304 

Summary  of  Functions  -  Present  305 

Constraints  and  Controls  -  Present  306 

File  Identification  Summary  -  Present  307 

Process  Flow  Chart  -  Present  308 

2.  Outline  Proposed  Process: 

Policy  Summary  -  Proposed  301 

Summary  of  Functions  -  Proposed  305 

File  Identification  Summary  -  Proposed  307 

Constraints  and  Controls  -  Proposed  306 

Process  Flow  Chart  -  Proposed  308 

Job  Description  -  Proposed  302 

Document  Index  -  Proposed  303 

Document  Profile  -  Proposed  304 

3.  Analyze  Proposed  Changes: 

Staffing  Requirements  -  Present  309 

Staffing  Requirements  -  Proposed  309 

Administrative  Cost  Summary  -  Present  310 

Administrative  Cost  Summary  -  Proposed  310 

4.  Perform  EDP  Systems  Planning: 

Summary  -  EDP  Cost  -  Present  311 

Summary  -  EDP  Cost  -  Proposed  311 

5.  Evaluate  Training  Needs: 

Staff  Training  Program/Costs  -  Present  312 

Staff  Training  Program/Costs  -  Proposed  312 

6.  Update  Benefits  and  Prepare  Corrective  Action  Plan 

Benefits  Evaluation  313 

Implementation  Cost/Schedule  314 

Cost/Benefit  Analysis  Summary  315 

Corrective  Action  Management  Summary  316 
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Instructions  For:     Policy  Summary     (301)  -  Present  Process 


I.      Purpose  of  the  Form: 

To  identify  and  reference  those  elements  of  current  policy  which  directly 
apply  to  the  present  process.     This  encompasses  all  applicable  policies- 
whether  Statewide  or  local  agency. 

II.      Existing  Documentation: 

State  agency  policy 
Local  agency  policy 

Government  regulation  (Federal,  State  or  Local). 
Policy  clarification  letters  and  memoranda 
Notes  and  summaries  of  interviews 

III.      Considerations  In  Using  the  Form: 

It  is  essential  to  be  thoroughly  familiar  with  current  policy.     In  this  way  only 
can  any  gaps  or  oversights  in  policy  applicable  to,  or  which  affect,  the  present 
process  be  determined.     Also  note  applicable  policy  factors  which  lack  adequate 
clarity  or  explanation.     Consider  any  weaknesses  in  the  present  process 
attributable  to  applicable  policy. 

IV.       Procedures  for  Completing  Form: 

1.  Complete  the  heading  information. 

2.  Identify  any  and  all  policy  factors/elements  which  are  applicable  and 
state  any  inconsistencies  relative  to  each  policy  element/factor. 
Policies  include: 

a.  State  plan 

b.  State  manual/procedures 

c.  Interim  letters  and  memoranda 

d.  Local  procedures 

e.  Others 

3.  Cite  the  precise  reference  source  of  the  applicable  policy  area 
(e.g.,  title,  document,  page/paragraph  number,  etc.). 

4.  Attach  a  copy  of  the  applicable  policy,  circling  or  marking  those  parts 
in  the  text  which  apply. 
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Instructions  For:     Job  Descriptions  (302)  -  Present  Process 


I.      Purpose  of  the  Form: 

To  document  and  define  the  pertinent  job  tasks  related  to  the  error  causing 
situations  based  on  interviews  conducted  with  various  individuals  in  which  the 
following  types  of  information  are  gathered: 

Functions  performed 
Time  spent  per  function 
Major  decision  rules  employed 

II.       Existing  Documentation: 

Staff  policy  manual  and  related  materials 

Organization  charts 

Agency  job  descriptions 

Local  or  departmental  procedures 

III.      Considerations  In  Using  the  Form: 

This  job  description  form  is  designed  for  limited  application  only_  Typically, 
it  should  be  used  only  to  describe  basic  casework,  eligibility,  clerical  and 
first  line  supervisory  job  functions  related  to  the  problem  area  or  the 
corrective  action. 

Appropriate  questions  must  be  asked  during  the  interview  to  determine  exceptions 
to  functions  and  decision  rules,  and  the  frequency  with  which  those  exceptions 
occur.     The  analysis  of  the  functions    studied  should  include,  but  not  be  limited 
to  the  following: 

Overlapping  and  duplicate  functions 
Efficiency  of  operations  performed 
Applicability  to  process 

Possibility  of  combining  or  eliminating  activities 

Documented  evidence  concerning  the  problems  detected  during  the  interview  may  include 

Trouble  spots 

Delays 

Errors 

Procedural  Problems 
Lack  of  Knowledge 

IV.         Procedures  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Specify  the  name  and  exact  job  title  of  the  person  to  be  interviewed. 

3.  Describe  each  major  function,  activity,  responsibility,  or  task  performed 
by  the  person  or  group  being  studied.     A  function,  as  defined  here,  may  be 
a  task  or  may  be  a  complete  job.     Personal  activities  or  infrequent, 
nonrepetitive  activities  may  be  eliminated. 

4.  Specify  hours  per  day,  week,  or  month  which  are  estimated  as  required 
or  average  to  perform  each  function. 

5.  Convert  hours  to  a  percent  of  the  available  hours  for  calendar  month; 
i.e.,  available  hours  =  176,  a  function  requires  20  hours  per  week; 
the  percentage,  based  upon  4.3.  weeks  per  month  should  be  48. 

6.  Specify,  by  function,  the  volume  of  client  interviews,  cases,  forms, 
or  other  units  of  work  processed  within  the  time  indicated. 

7.  Check  to  insure  that  the  total  percent  of  time  for  an  individual  equals 
at  least  80%. 

8 .  Check  the  reasonableness  of  the  hours  calculated  by  function. 

9.  Obtain  approval  from  the  individual's  supervisor  on  the  accuracy  and 
validity  of  the  contents  of  the  form. 

10.       Record  additional  or  clarifying  comments  related  to  the  process  under 
investigation. 
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Instructions  For:     Document  Index  (303)  -  Present  Process 


I.       Purpose  of  the  Form: 

To  consolidate  and  index  the  forms  and  documents  utilized  in  the  current  income 
maintenance  process  which  are  related  to  problem  areas  to  be  corrected.  This 
index  provides  a  listing  of  those  documents  which  must  be  reviewed  or  analyzed 

II.       Existing  Documentation: 

Indexes  presently  existing,  such  as  a  forms  control  catalogue 
or  forms  contained  in  the  State  manual. 
Lists  kept  by  clerical  staffs 
Notes  and  Summaries  of  interviews 


III.  Considerations  In  using  the  Form: 

It  is  very  important  to  remember  that  it  is  not  necessary  to  identify  and  list 
every  document  within  the  process.  Judgment  should  be  applied.  Pertinence 
should  be  the  guide.  Remember,  many  of  the  forms  presently  in  use  may  have 
little  current  value  or  importance,  i.e.,  to  the  corrective  action  project. 
It  is  one  of  the  objectives  of  the  full  planning  study  to  identify  and  leave 
out  unnecessary  documentation  requirements.  The  following  points,  however, 
should  be  considered  to  aid  in  determining  which  documents  to  review: 

Have  all  applicable  documents  been  identified  and  indexed? 

Are  there  any  informal  documents/communications  that  exist  such  as  notes  or 
letters,  which  have  not  been  identified? 

Does  the  document  contain  information  which  regularly  describes  the  condition 
of  a  functional  area's  operation,  or  does  it  exert  control  on  the  operation? 

Does  the  document  usually  or  always  result  from  an  externally  or  internally 
developed  decision? 

Is  the  document  periodic,  required  and/or  the  result  of  planning? 

IV.  Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Record  the  document  number.     All  document  numbers  which  refer  to  the 
document  should  be  indicated. 

3.  Write  the  formal  document  title. 

4.  Record  the  number  of  documents  issued  under  normal  circumstances. 

5.  Indicate  the  functional   (operational)  origin  points,  or  source,  of 
the  document . 

6.  Define  the  functional  points  in  the  organization  which  receive  the 
document . 
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Instructions  For:     Document  Profile   (304)  -  Present  Process 


I.       Purpose  of  the  Form: 

To  provide  a  complete  description  of  each  document  included  on  the  Document  Index 
(303)   form  in  order  to  assess  the  positive  and  negative  points  of  each. 

II.       Existing  Documentation: 

State  policy  manual  and  related  materials 
Local  or  departmental  procedures 
Job  Description  (302) 

Blank  and  filled-in  copies  of  forms  and  reports 
Departmental  volume  statistics 

Forms  control  catalogue   (listing  of  all  forms  used  by 
department) 

Notes  and  summaries  of  interviews 


III.       Considerations  in  Using  the  Form: 

The  majority  of  the  income  maintenance  functions  performed  in  a  public 
assistance  organization  are  associated  with  paperwork  of  some  description. 
The  analysis  of  this  paperwork  provides  an  excellent  tool  for  studying 
the  intra-  and  inter-departmental  functions  of  the  organization.  The 
paperwork,  however,  may  not  be  used  as  the  sole  means  of  communication. 
Other  methods  of  communication  should  be  considered. 

The  volume  of  utilization  of  each  document  should  be  examined  taking 
into  consideration  the  following: 

Volume  of  caseload  basis  upon  which  the  document  is  dependent. 
Seasonal  or  cyclical  fluctuations  in  caseload. 

Caseload  or  volume  changes  in  the  past  and  those  anticipated  in  the 
future . 

The  timeliness  related  to  the  document  should  be  evaluated  considering 
the  following : 

Preparation  and  completion  schedules 
Cut-offs 

Post-closing  activities 
Effect  of  missed  schedules 
Causes  of  missed  schedules 

Distinguish  between  formal  and  informal  documents. 

IV.       Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Write  the  name  of  the  document  being  described. 

3.  Record  the  document  number.     All     document  numbers  which  refer  to  the 
document  should  be  indicated . 

4.  Describe  the  content  by  category  and  usage. 

5.  Define  the  source  of  information  by  internal  function,  by  organizational 
element  or  by  external  function. 

6.  Explain  the  use  and  application  of  the  document. 

7.  Specify  the  preparation  sources  by  functional  or  organizational  elements. 

8.  Specify  the  distribution  list  by  functional  or  organizational  elements. 

9.  Indicate  the  utilization  frequency  of  the  document  and  the  reason  for  the 
frequency  level. 

10.  Specify  the  volume  of  the  document  in  terms  of  number  of  pages,  etc. 

11.  Attach  the  document  being  described  to  this  form. 
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305 


Instructions  For: 


Summary  of  Function  Performance  (305) 


-  Present  Process 


Purpose  of  the  Form: 

To  document  and  provide  an  overview  of  the  various  job  functions  comprising 

the  current  process.     In  addition,  the  form  presents  a  means  to  summarize 

by  administrative  unit,  the  effort  required  to  perform  each  identified  function. 

Existing  Documentation: 

Job  Description  (302) 
Organization  policies 
Departmental  procedures 

Appropriate  governmental  regulations   (Federal,  State,  local) 

Departmental  expense  budgets 

Union  contract 

Interview  summaries  (201) 

Other 

Considerations  In  Using  the  Form: 

Analysis  of  all  of  the  functions  or  activities  studied  should  include  but 
not  be  limited  to  the  following: 

Is  the  function  or  activity  necessary? 
May  activities  or  functions  be  combined? 

May  certain  activities  or  functions  be  more  appropriately/efficiently/ 
effectively  performed  in  other  departments? 

If  an  activity/function  is  changed  or  eliminated,  what  will  be  the  resulting 
effect  on  other  functions/activities  or  departments? 
Are  adequate  information,   facts,  and  data  obtained? 

Does  the  activity  or  function  lag  behind  or  present  a  bottleneck  in  the 
process?     Can  work  be  scheduled  differently? 


Evidence  concerning  the  cause  and  effect  of  problems  should  be  summarized. 

The  total  hours  required  to  perform  all  functions  should  equal  at  least  80% 
of  the  available  hours.  The  functions  listed  should  be  checked  back  to  the 
Job  Descriptions  and  Flow  Chart  of  the  process  for  accuracy. 

Procedures  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Review  all  Job  Description  forms  and  Flow  Charts,  and  assign  task  or 
Function  Numbers  in  the  flow  sequence  illustrated  on  the  Flow  Chart. 

3.  Post  the  function  or  task  numbers  to  the  flow  chart,  job  description,  and 
Summary  of  functions  Performed. 

4.  List  functions  or  activities  from  job  description  forms. 

5.  Summarize  and  record  the  times  from  job  descriptions  by  function. 

6.  Summarize  and  record  the  volume  of  work  from  job  descriptions  by  function. 

7.  Reconcile  hours  totals  with  number  of  personnel  in  the  department. 

8.  Obtain  supervisory  verification  as  to  the  contents  of  the  form. 
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Instructions  For:     Constraints  and  Controls  (306)   -  Present  Process 


I.       Purpose  of  the  Form: 

To  summarize  the  constraints  imposed  on  the  present  income  maintenance  process 
and  the  controls  applied  in  its  operation. 

II.       Existing  Documentation 

Document  Profiles  (304) 

Notes  and   summaries  of  interviews 

III.       Considerations  in  Using  the  Form: 

Note  if  the  constraints  and  controls  describe  may  not  be  the  only  ones  existing 
in  the  present  process. 

IV.       Procedure  for  Completing  the  Form 

1.  Complete  the  heading  information. 

2.  Describe  the  constraints  inherent  in  the  process. 

a.  Scheduling  and  Timing.     Details  concerning  the  schedule 
constraints  or  the  timing  of  events  within  the  process 
should  be  noted . 

b.  Policy.     The  impact  of  current  policy  on  the   present  process  should 
be  indicated. 

3.  Describe  the  controls  of  the  system.     The  following  should  be  indentified 
within  the  process: 

a.  Supervisor  and  other  review 

b.  Clerical  controls 

c .  EDP  controls 
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[Instructions  For:     File  Trident  1  t'ic a t i oa  (307)  -  Present  Process 

I .       Purpose  of  the  Form: 

To  identify  and  organize  the  important  information  contained  in  various  files 
whose  use  is  related  to  the  problem  areas  to  be  corrected. 

II.       Existing  Documentation: 

Organizational  policies 

Departmental  procedures 

Appropriate  government  regulations 

Copies  of  file  formats   (Manual  and  Automated) 

Forms /documents 

III.       Considerations  in  Using  the  Form: 

In  addition  to  maintaining  files  for  the  purpose  of  utilizing  the  data 
contained  therein,  it  is  important  to  study  the  file  from  the  viewpoint 
of  other  reasons  for  its  existence: 

Custom 

Organizational  policy 
Client  Relations 
Size  of  Caseload 

An  anlysis  of  the  documents  studied  should  include,  but  not  be  limited  to, 
the  following: 

•  Are  files  duplicated  within  the  organization? 

•  Is  the  organization  and  format  efficient  for: 

Review 
Posting 
Inquiry 
Control 

Report  preparation 

Is  current  retention  of  inactive  file  materials  inordinantly  long  or  impractical? 

Additional  factors  which  should  be  evaluated  include: 

Access  speed   (manually  or  by  computer) 
Updating  interval   (How  often  it  is  updated) 
Frequency  of  use 

Decision  factors  operating  on  file  elements 
Space  and  cost  of  storage 
Changes  in  sequence 


IV.       Precedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Specify  the  name/title  of  the  file 

3.  Indicate  volume  or  amount  of  data/information  contained  in  File  (e.g., 
individual  case,  multiple  cases,  etc.). 

4.  Indicate  the  method  or  type  of  file  index  in  use   (e.g. ,  Kardex,  Rollidex, 
Wheeldex,  computer  index,  etc.). 

5.  Describe  the  sequence  in  which  the  file  is  maintained  (e.g.,  by  case  number 
within  department  or  division). 

6.  Indicate  how  often  the  file  is  updated   (e.g.,  daily,  weekly,  monthly,  yearly, 
etc  . ) 

7.  Indicate  how  long  the  file  or  specific  material  within  the  file  is  retained 
after  the  file  or  contents  are  classified  as  inactive  or  closed. 

8.  Briefly  describe  why  the  contents  of  the  file  must  be  referenced  and  how 
often  requests  are  made  for  file  reference. 

9.  Outline  the  general  procedure  used  to  Control  and  Update  file  contents 
(attach  copy  of  particular  procedure  which  applies  here). 

10.  Describe  each  information  element  in  the  file. 

11.  Identify  the  source  of  each  information  element. 
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Instructions  for:     Process  Flow  Chart (308)  -  Present  Process 


I.       Purpose  of  the  Form: 

The  flow  chart  is  designed  to  both  identify  and  graphically  illustrate 
the  complete  "process  cycle"  of  functions  comprising  the  particular  income 
maintenance  process  to  be  revised  or  replaced.     The  "process  cycle"  has 
a  logical  beginning  and  ending  which  is  graphically  traced  or  delineated 
through  the  sequence  and   interrelationship  of  functions,   tasks,  forms, 
information,  and  decision  points  which  have  been  identified  for  a 
particular  process. 

II.       Existing  Documentation: 

The  data  which  form  the  basis  for  the  Process  Flow  Chart   (Present)  should 
be  contained  in  the  following  forms. 

Job  Description  (302) 
Forms  and  documents 
Procedures 

File  identification  summary  (307) 

State  Policy  Manual  and  related  materials. 

III.       Considerations  in  Using  the  Form: 

The  flow  chart  should  be  organized  according  to  the  pattern  and  frequencies 
in  which  the  various  functions  are  performed,  e.g.,  all  eligibility 
determinations  should  be  contained  within  one  "process  cycle". 

The  flow  chart  should  illustrate: 

Standard  function/activities 
Exception  functions  identified 
Decision  points 

Basic  forms/documents  and  files 

Information  and  data  required  on  an  as-needed  scheduled  basis. 

The  flow  chart  should  include  at  least  the  following  points: 

Duplication  of  functions 
Controls 

Scheduling  bottlenecks 
Duplication  of  forms/documents/files 
Information/data  which  support  decision  making 
All  important  decision  points  in  process. 

In  addition,  the  flow  chart  should  be  checked  to  insure  that  each  form,  file, 
and  function  previously  identified  has  been  accounted  for. 

IV.       Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Use  standard  flow  chart  symbols. 

3.  Write  the  names  of  the  functions,  departments,  or  activities  within 
the  process  at  the  top  of  each  vertical  column  of  the  chart. 

4.  Organize  the  flow  around  the  documents  upon  which  functions  are 
based   (i.e.,  forms,  instructions,  procedures,  etc.). 

5.  Indicate  the  title  of  each  document,  whithin  the  document  symbol. 

6.  Describe  briefly  the  actions  which  take  place  within  each  function 
for  the  process  being  illustrated. 

7.  Enter  the  Function  numbers  from  the  Summary  of  Functions  (305)  performed 
in  the  appropriate  flow  chart  blocks. 

8.  Account  for  the  source  and  distribution  of  each  document  of  the 
present  process. 

9.  Note  any  bottlenecks  that  appear  to  exist  in  the  process. 

10.  Indicate  organizational  responsibilities. 

11.  Obtain  appropriate  supervisory  review  and  concurrence  as  to  the 
accuracy  or  correctness  of  the  flow  chart. 
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Instructions  For:     Policy  Summary  (301)   -  Proposed  Process 


I.       Purpose  of  the  Form: 

To  outline  any  policy  elements  or  considerations  which  must  be  newly 

written  or  revised  with  respect  to  the  proposed  process.     This  includes 

identification  of  the  media  through  which  each  policy  is  to  be  expressed 

or  assigned   (e.g.,  State  plan,  letters/memoranda,  regulations,  etc.) 

II.       Existing  Documentation: 

Policy  Summary  (301)  -  Present  System 

Interview  Summaries  (201) 

Other 

III.        Considerations  in  Using  the  Form: 

Consider  the  most  appropriate  media  for  actualizing  and  communicating 
the  policies  (e.g.,  letters/memoranda,   State  manual,  etc.) 

IV.       Procedures  for  Completing  Form: 

1.  Complete  the  heading  information. 

2.  Specify  all  policy  elements/factors  which  are  to  apply,  and  state 
any  process  analysis  considerations  as  deemed  necessary  relative 
to  each  policy  element/factor.     These  policies  include: 

a.  State  plan 

b.  State  manual/procedures 

c.  Interim  letters  and  memoranda 

d.  Local  procedures 

e.  Others 
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Instructions  For:     Summary  of  Functions  Performed  (305)  -  Proposed  Process 


I.       Purpose  of  the  Form: 

To  summarize  the  staff  activities  or  functions  which  may  be  created  or 
retained  as  a  result  of  the  new  process.     The  Proposed  summary  of  Functions, 
by  being  in  the  same  format  as  previously  identified  lists,  provides  a 
basis  for  Executive  Panel  review  and  for  the  determination  of  manpower 
requirements  for  the  new  process. 

II.       Existing  Documentation 

Job  Descriptions  (302)  -  Present 
Flow  chart  of  proposed  process 
Summary  of  Functions  (305)  -  Present 
Interview  summaries  (201) 
Special  reports 

III.       Considerations  in  Using  the  Form: 

Those  activities  or  tasks  which  relate  to  control  must  be  summarized 
and  recorded  on  the  proposed  functions  summary  together  with  the  expected 
time  requirements  to  perform  such  control  functions.     In  addition,  the 
proposed  activities  or  functions  summarized  should  be  analyzed  to  determine 
their  effect  on  other  areas  of  responsibility. 

Analysis  of  the  functions  being  added  should  include  but  not  be  limited  to, 
the  following: 

Necessity  of  the  function 

Time  required  to  perform  function  in  relation  to  the  expected  value 
to  be  gained  through  its  performance. 

Skill  level  required  of  the  staff  necessary  to  perform  the  function. 
Location  in  the  overall  process  of  the  added  function. 


IV.        Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  List  the  unchanged  functions  using  the  Flow  Chart  of  the  new  process 
and  the   Summary  of  Functions  Performed   (present  process)  as  reference. 

3.  Describe  the  functions  being  added,  using  the  Flow  Chart  of  New  Process  as 
reference . 

4.  Assign  a  sequential  number  prefixed  with  the  letter  "N"  to  each  function 
being  added. 

5.  Estimate  the  hours  per  day,  week  or  month  which  will  be  required  for  the 
added  functions. 

6.  Indicate  any  volumes  of  documents  upon  which  the  time  required  will 
be  dependent. 

7.  Summarize  the  total  time  required  by  period  and  enter  it  in  the  space 
provided  at  the  bottom  of  the  sheet. 

8.  Obtain  approval  of  functions  being  added. 

9.  Post  new  function  numbers  to  the  flow  chart  of  the  proposed  process. 
10.       Reconcile  hour  totals  to  the  proposed  work  levels. 
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Instructions  For:     File  Identification  Summary  (307)  -  Proposed  Process 


I.       Purpose  of  the  Form: 

To  define  and  plan  the  files  to  be  utilized  within  the  proposed  process.     It  is 
designed  to  provide  a  basic  profile  on  the  organization  and  basic  content  of  the 
files  to  be  developed  or  refined  for  use  in  the  proposed  process. 

II.       Existing  Documentation: 

Forms/reports  and  other  supporting  documents 

File  Identification  Summary  (307)  -  present  process 

State  policy  manual  and  related  materials 

Notes  and  summaries  of  interviews 

III.       Considerations  in  Using  the  Form: 

Control  considerations  must  be  given  to  each  file  to  be  utilized  in  the  proposed 
process.     These  may  include: 

Control  procedures  concerning  validity  of  file  content 

Controls  to  guarantee  confidentiality  (where  applicable) 

Procedures  governing  use  and  distribution  of  files 

Controls  for  tracking  manual  files  being  used  (e.g.,  where  is 

file,  in  whose  hands,  for  how  long,  and  when  will  it  be  returned.) 

Information  contained  in  files  may  extend  beyond  their  primary  purpose 
or  use  in  a  particular  process.     Other  factors  to  consider  include: 

Custom 

Organizational  policies 

Governmental  regulations  (Federal/state/local) 

Additional  factors  which  should  be  evaluated  include: 

Access  speed 
Updating  interval 
Frequency  of  use 

Decision  rules  operating  on  file  elements 
Space  and  cost  of  storage 

Implications  for  security,  fire  protection,  back-up 
Changes  in  sequence 
Special  equipment  costs 

Costs  of  conversion  to  EDP  storage,  if  desired  in  the  future 
Mircro-f ilming  considerations. 


IV.       Procedure  for  Completing  Form: 

1.  Complete  the  heading  information. 

2.  Specify  the  name/title  of  the  file. 

3.  Indicate  volume  or  amount  of  data/ information  contained  in  file 
(e.g.,  individual  case,  multiple  cases,  etc.). 

4.  Indicate  the  method  or  type  of  file  index  in  use  (e.g.,  Karddex, 
Rollidex,  Wheeldex,  computer  index,  etc.). 

5.  Describe  the  sequence  in  which  the  file  is  maintained  (e.g.,  case 
number  within  department  or  division). 

5.       Indicate  how  often  the  file  is  updated   (e.g.,  daily,  weekly,  monthly 
yearly,  etc.).  " 

7.  Indicate  how  long  the  file  or  specific  material  within  the  file  is 
retained  after  the  file  or  contents  are  classified  as  inactive  or  closed. 

8.  Briefly  describe  why  the  contents  of  the  file  must  be  referenced  and 
how  often  requests  are  made  for  file  reference. 


9. 


Outline  the  general  procedure  used  to  control  and  update  file  contents 
(attach  copy  of  particular  procedures  which  apply  here). 


10.  Describe  each  information  element  in  the  file. 

11.  Identify  the  source  of  each  information  element. 
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Instructi  ons  for:     Constraints  and  Controls   (306")  -  Proposed  Process 


I,     Purpose  of  the  Form 

To  summarize  all  the  constraints  which  will  influence  the  proposed  process 
and  the  controls  which  will  be  applied  in  its  operation.     This  type  of  sum- 
mary will  contribute  to  a  more  precise  knowledge  of  the  potential  effective- 
ness of  the  proposed  process  as  well  as  provide  a  clearer  picture  of  its 
strong  and  weak  points. 

II.     Existing  Documentation 

-  Interview  Summaries  (201) 

-  Document  Profiles  (304) 

III.     Considerations  In  Using  the  Form: 

Note  that  the  constraints  and  controls  described  may  not  be  the  only  ones 
desired  or  planned  for  the  proposed  process. 

IV.     Procedure  for  Completing  the  Form 

1.  Complete  the  heading  information. 

2.  Describe  the  constraints  inherent  in  the  proposed  process. 

•  Schedule  and  timing:     Details  concerning  major  changes  in  the 
timing  of  events  in  the  process  or  the  introduction  of  new 
schedule  constraints  should  be  noted  if  meeting  the  operational 
requirements  is  dependent  upon  such  schedule  changes  or  con- 
straints. 

•  Policy:     If,  in  order  to  meet  the  requirements  established  for 
the  process,  certain  organization  policies  or  established  pro- 
cedures must  be  altered  or  new  policies  developed,  a  descrip- 
tion of  the  additions  or  changes  should  be  outlined.      (See  Form 
and  Instructions  301.) 

•  Technical  Feasibility:     As  the  requirements  for  the  new  system 
are  developed  and  analyzed,  continual  thought  should  be  given 
to  the  technical  feasibility  of  the  requirements.  Potential 
problems  in  the  areas  of  complex  technical  knowledge,  opera- 
tional complexity  and  operational  convenience  should  be  docu- 
mented for  future  reference. 

3.  Describe  the  controls  prescribed  for  the  process.     The  following 
should  be  identified  within  the  process. 

-  Supervisory  and  other  reviews 

-  Clerical  controls 

-  EDP  controls 
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Instructions  for:     Process  Flow  Chart  (308)  -  Proposed  Process 


I.     Purpose  of  the  Form: 

The  flow  chart  is  designed  to  both  identify  and  graphically  illustrate  the 
complete  "process  cycle"  of  functions  comprising  the  proposed  income  main- 
tenance process.     The  "process  cycle"  has  a  logical  beginning  and  ending 
which  is  graphically  traced  or  delineated  through  the  sequence  and  inter- 
relationship of  functions,  tasks,  forms,  information,  and  decision  points 
which  have  been  identified  for  the  proposed  process. 

II.     Existing  Documentation; 

The  data  which  form  the  basis  for  the  Process  Flow  Chart   (proposed)  should 
be  contained  in  the  following  forms: 

-  Summary  of  Functions  Performed   (305)  -  proposed 

-  Documents  Profiles   (304)  -  proposed 

File  Identification  Summary  (307)  -  proposed 

-  Constraints  and  Controls  (306)  -  proposed 
Flow  Chart  for  Present  Process  (308) 

III.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Use  standard  flow  chart  symbols. 

3.  Write  the  names  of  the  functions,  departments,  or  activities  within  the 
"Process  Cycle"  at  the  top  of  each  vertical  column  of  the  chart. 

4.  Organize  the  flow  around  the  documents  upon  which  functions  are  based 
(i.e.,  forms,  instructions,  procedures,  etc.). 

5.  Indicate  the  title  of  each  document  within  the  document  symbol. 

6.  Describe  briefly  the  actions  which  take  place  within  each  function 
for  the  process  being  illustrated. 

7.  Enter  the  assigned  function  numbers  from  the  Summary  of  Functions  Per- 
formed  (305)  —  those  retained  from  the  present  process  and  new  ones 
identified  in  the  proposed  process. 

8.  Account  for  the  source  and  distribution  of  each  document  of  the  proposed 
process . 

9.  Obtain  appropriate  supervisory  review  and  approval  of  the  reviwed  flow 
and  functions. 
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Instructions  For: 


Job  Description  (302) 


-  Proposed  Process 


I.     Purpose  of  the  Form: 

To  provide  a  clear  description  of  the  pertinent  job  activities  and  tasks 
which  are  to  be  performed  in  the  proposed  process.     This  description  should 
include  the  following  types  of  information: 

Functions  or  duties  performed 

Time  spent  per  function 

Major  decision  rules  employed 

II.     Existing  Documentation: 

Process  Flow  Chart  (308)  -  proposed 

Summary  of  Functions  Performed   (305)  -  proposed 

III.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Specify  the  skill  level  a  nd  the  title  of  the  proposed  job. 

3.  Describe  each  major  function,  activity,  responsibility  or  task  to  be 
performed  in  the  proposed  job. 

4.  Specify  hours  per  day,  week  or  month  which  are  estimated  as  required 
or  average  to  perform  each  function. 

5.  Convert  hours  to  a  percent  of    the  available  hours  for  a  calendar  month. 

6.  Specify,  by  function,  the  client  interview,  case  forms,  or  other 
units  of  work  to  be  processed  within  the  time  indicated. 

7.  Check  to  insure  that  the  total  percent  of  time  for  an  individual  equals 

at  least  80%. 

8.  Check  the  reasonableness  of  the  hours  calculated  by  function. 

9.  Record  any  general  comments  related  to  the  proposed  process. 
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Instructions  For:     Document  Index  (303)  -  Proposed  Process 


I.     Purpose  of  the  Form: 

To  provide  a  complete  listing  of  all  the  forms  and  documents  specified  for 
use  in  the  proposed  process. 

II.     Existing  Documentation: 

Interview  summaries  (201) 

Present  index  requirements  documentation 

III.     Considerations  in   Using  the  Form: 

In  outlining  the  proposed  process,  consider  the  importance  of  organizing 
the  various  forms/reports,  other  document  information  and  media  both  for 
project  information  and  control  purposes. 

Will  the  document  contain  information  which  will  regularly  describe  the 
condition  of  a  functional  area's  operation  and/or  will  it  exert  control 
on  the  operation? 

Will  the  document  usually  or  always  result  from  an  externally  (non-agency) 
or  internally  (agency)  developed  decision? 

IV.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Record   the  document  number.     Any  document  numbers  which  will  refer  to 
the  document  should  be  indicated. 

3.  Write  the  formal  document  title. 

4.  Record  the  number  of  documents  to  be  issued  under  normal  circumstances. 

5.  Indicate  the  proposed  functional   (operational)  origin  points,  or  source, 
of  the  document. 

6.  Define  the  proposed  functional  points  or  areas  in  the  organization  which 
receive  the  document. 
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Instructions  For: 


Document  Profile  (304) 


-  Proposed  Process 


I.     Purpose  of  the  Form: 

To  provide  a  basic  description  of  each  document  listed  on  the  document 
index  for  the  proposed  process. 

II.     Existing  Documentation: 

Flow  Charts  of  the  Proposed  Process  (308) 

Interview  summaries  (201) 

Present  process  requirements 

Departmental  volume  statistics 

III.     Considerations  in  Using  the  Form: 

The  volumes  of  each  document  should  be  examined  taking  into  consideration 
the  following: 

Volume  or  caseload  basis  upon  which  the  document  is  dependent 

Seasonal  or  cyclical  fluctuations  in  caseload 

Caseload  volume  changes  in  future  periods 

The  schedules  related  to  the  document  should  be  evaluated  considering  the 
following : 

Due-in  and  due-out  schedules 
-  Cutoffs 

Post-closing  activities 

Effects  of  missed  schedules 

Cause  of  missed  schedules 
Distinguish  between  formal  and  informal  documents. 
IV.     Procedures  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Write  the  name  of  the  document  being  described. 

3.  Record  the  document  number.     All  numbers  which  refer  to  the  document 
should  be  indicated. 

4.  Describe  the  content  by  category  and  usage. 

5.  Define  the  source  of  information  by  internal  function,  by  organizational 
element,  or  by  external  function. 

6.  Explain  the  use  and  application  of  the  document. 

7.  Specify  the  preparation  sources  by  functional  or  organizational  elements. 

8.  Specify  the  distribution  lists  by  functional  or  organizational  elements. 

9.  Indicate  the  utilization  frequency  of  the  document  and  the  reason  for 
the  frequency  level. 

10.     Describe  the  volume  or  size  of  the  document  in  terms  of  the  number  of 
pages,  etc. 
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Instructions  For:     Staffing  Requirements  (309)  - 
Prpsent  and  ProDosed  Process 


I.     Purpose  of  the  Form: 

To  describe  the  staff  requirements  for  the  present  and  proposed  process  in 
terms  of  staff,   skill  levels, jobs  and  salaries.     Information  contained 
on  this  form  provides  a  portion  of  the  financial  data  utilized  for  the  cost 
analysis  of  the  present  and  proposed  process. 

II.     Considerations  in  Using  the  Form: 

Separate  forms  should  be  used  for  both  the  present  and  the  proposed  process. 
Job  categories  should  be  defined  where  they  are  most  distinct,  and  subdivided 
where  significant  changes  in  skills  are  needed  within  the  category. 

III.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  List  the  job  titles  for  the  job  categories  which  have  been  identified. 

3.  Indicate  the  annual  salary. 

4.  Identify  the  skill  level.     If  applicable,  the  skill  level  coding  system 
used  in  the  agency's  current  personnel  classifications  can  be  used. 

5.  Project  the  number  of  personnel  and  related  costs  (number  of  employees 
times  the  annual  rate)  over  the  desired  time  period. 

6.  Total  the  salary /wage  costs  for  each  period. 

7.  Record  the  fringe  benefit  and  other  overhead  costs  for  each  period. 

8.  Summarize  the  total  personnel  costs  for  each  period. 
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Instructions  For:     Administrative  Cost  Summary  (310)  - 
Present  and  Proposed  Process 


I.     Purpose  of  the  Form: 

To  summarize  the  administrative  costs  of  operating  the  present  or  proposed 
process  with  a  projection  over  five  or  more  distinct  time  periods.     The  cost 
data  from  this  Form  will  also  contribute  or  aid  in  the   preparation  of  the 
cost/benefit  summary  of  the  present  and  proposed  process. 

II.     Existing  Documentation: 

Staffing  Requirements  (309)  -  Present/Proposed 

III.     Consideration  in  Using   the  Form: 

The  form  should  list  all  operating  costs  except  those  for  EDP  and  Training. 
Also,  the  cost  elements  which  will  be  altered  by  the  proposed  process  should 
be  identified  and  shown  on  both  the  present  and  proposed  process  forms. 

Cost  elements  analyzed  should  be  in  a  form  that  relates  to  the  agency's 
financial  reporting  system.     This  will  allow  future  evaluation  of  the  actual 
cost  behavior . 

IV.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Identify  the  cost  categories  applicable  to  the  project.     Record  the  name 
of  the  category  if  it  is  not  listed. 

3.  Indicate  the  normal  qualities  or  utilization  at  which  the  weighted 
average  rate  per  unit  is  determined. 

4.  Record  the  average  quantity  and  resultant  total  average  costs  for  each 
period . 

5.  Describe  any  factors  which  are  applicable  to  the  analysis.     These  factors 
may  include  assumptions,  criteria,   reasons,  etc. 
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Instructions  For:     Summary  -  EDP  Costs 
Present  and  Proposed  Process 


(311)  - 


I.     Purpose  of  the  Form: 

To  document  the  estimated  operating  or  recurring  EDP  costs  in  functional 
categories.     A  separate  form  should  be  prepared,  where  applicable,  for  both 
the  present  and  the  proposed  process.     It  is  intended  that  this  form  be  the 
end  result  of  a  special  study  performed  by  data  processing  or  systems  and 
procedures  personnel  and  that  there  would  be  additional  documentation  pre- 
pared to  support  the  estimates.     The  cost  data  contained  on  this  form  is  also 
incorporated  into  the  cost/benefit  analysis  summary  on  the  proposed  process. 

II.     Considerations  in  Using  the  Form: 

Cost  elements  that  are  to  be  changed  by  the  proposed  process  should  be 
identified . 

III.     Procedure  for  Completing  the  Form: 

1.  Complete  heading  information. 

2.  Identify  or  list  the  cost  elements  under  the  control  of  the  EDP 
operating  department. 

3.  Define  the  unit  basis  for  the  rates. 

4.  Record  the  rate  -  cost  per  average  unit. 

5.  Develop  and  record  the  cost  and  quantity  schedule  for  the  project. 

6.  Note  any  assumptions,  criteria,  constraints,  etc.,  which  are  relevant 
to  the  process. 
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Instructions  For:     Staff  Training 
Program/Costs   (312)  -  Present  Process 


I.     Purpose  of  the  Form: 

To  describe  the  scope,  general  content,  and  cost  of  the  staff  training  pro- 
gram related  to  the  current  process. 

II.     Existing  Documentation: 

Budgets   (Agency  and  Departmental) 

Notes  and  summaries  of  interviews   (when  applicable) 

III.     Considerations  in  Using  the  Form: 

Consider  the  current  level  of  effort  and  effectiveness  with  respect  to  two 
views  of  training. 

Training  and  orientation  of  new  personnel. 

In-service  or  ongoing  training  of  experienced  personnel. 

IV.     Procedures  for  Completing  Form: 

Note:     Staff  development  personnel  typically  will  prepare  this  form  after 
receiving  orientation  on  corrective  action  project  plans. 

1.  Complete  the  heading  information. 

2.  Describe  in  a  brief  narrative  form,  the  purpose  and  scope  of  training  as 
it  currently  exists  with  respect  to  the  process  under  investigation.  Also 
describe,  in  outline  form,   the  specific  training  efforts  relative  to  each 
level  of  staff  and  administrative  function  involved  in  the  present  process. 
(This  should  include  a  definition  of  the  present  training  approach  and 
methodology  with  respect  to  the  present  process  under  study) . 

3.  Compute  and  enter,   in  the  left-most  time  period  column,   the  present  totals 
for  each  training  resource  and  cost  item  as  follows: 

Instructors 

Mandays 

Salary  Dollars 
Manual/Aids 
Other  resources 
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Instructions  For:     Staff  Training  Program/Costs  (312)  - 
Proposed  Process 


I.     Purpose  of  Form: 

To  outline  the  proposed  scope,  content,  and  estimated  costs  of  staff 
training  needed  for  implementation  and  operation  of  the  new  process. 

II.     Existing  Documentation: 

Staff  Training  Program  Costs  (312)  -  Present  process 

III.     Considerations  in  Using  the  Form: 

The  training  activity  to  implement/operate  the  revised  process  takes  in 
a  comparatively  broad  scope.     In  effect,   this  activity  is  designed  to 
handle  all  tasks  necessary  to   adequately  educate  the  appropriate  person- 
nel for  implementation  and  operation  of  the  process  at  their  respective 
functional  staff  levels. 

IV.     Procedures  for  Completing  the  Form: 

Note:     Staff  development  personnel  will  prepare  this  form  after  receiving 
orientation  on  corrective  action  project  plan. 

1.  Complete  the  heading  information. 

2.  Describe  in  a  brief  narrative  form,   the  purpose  and  scope  of  the  train- 
ing requirements  relative  to  each  level  of  staff  and  administrative 
function  involved.     This  should  include  a  definition  of  the  training 
approach  and  methodology  to  be  employed  for  each  level  of  staff  and 
administrative  function. 

4.  Calculate  and  specify  the  specific  training  resources  needed,  projec- 
ting them  over  given  periods  of  time,  for  the  following: 

Instructors  needed 

-  Mandays 

-  Salary  dollars 
Manuals/aids 
Other  needs 

5.  Compare  and  enter  the  totals  for  the  resources  needed  by  each  planned 
time  period. 
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Instructions  for:     Benefits  Evaluation  (313) 


I.     Purpose  of  the  Form: 

To  present  an  updated  summary  of  the  direct  and  indirect  benefits  which 
were  identified  in  the  selection  of  alternatives  phase. 

II.     Existing  Documentation: 

-    Definition  of  corrective  action  alternative  (202) 

III.     Considerations  in  Using  the  Form: 

Measurable  benefits  should  include  both  those  that  are  directly  quanti- 
fiable in  terms  of  dollar  effect  and  those  for  which  the  indirect  or  non- 
dollar effect  can  be  accurately  identified  and  defined.     Supporting  docu- 
mentation should  be  provided  wherever  possible. 

Benefits  included  in  this  analysis  should  be  a  refinement  of  those  which 
were  identified  and  listed  in  preliminary  planning. 

IV.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Specify  or  list  each  direct  benefit. 

3.  Compute  and  record  the  benefit  dollar  amounts  by  specific  time  period 
up  through  when  a  reasonable  degree  of  consistency  and  predictability 
is  developed. 

4.  Total  the  dollar  amounts  for  each  time  period. 

5.  List  and  briefly  describe  the  particular  indirect  benefits  estimated 

to  accrue  or  result  if  the  corrective  action  is  implemented. 
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Instructions  For:     Implementation  Cost  Schedule  (314) 


I.     Purpose  of  the  Form: 

To  provide  a  summary  of  the  corrective  action  project  costs  in  relation 
to  the  implementation  and  completion  time  periods  for  each  major  imple- 
mentation step  and  milestone.     Essentially,   the  form  displays  the  estima- 
ted dollar  expenditures  for  implementation  of  the  corrective  action  pro- 
jected over  clearly  defined  time  periods. 

II.     Existing  Documentation: 

Staffing  requirements  (309)  -  proposed 

Administrative  cost  summary  (310)  -  proposed 

Summary  -  EDP  cost   (311)  -  proposed 

Staff  trailing  program/costs  (312)  -  proposed 

III.     Considerations  in  Using  the  Form: 

The  content  of  this  form  should  be  considered  tentative  and  subject  to 
change  depending  on  any  subsequent  factors  or  circumstances  which  may 
require  revision  prior  to,  or  after,  initiation  of  the  implementation 
phase . 

IV.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Identify  and  list  the  primary  action  steps  or  activities  required 
to  implement  the  process. 

3.  Indicate  the  planned  completion  date  for  each  action  step. 

4.  Estimate  the  effort  in  man-days  and  the  cost  in  dollars  to  carry 
out  each  implementation  activity. 

5.  Determine  and  record  the  scheduled  expenditure  of  these  resources. 

6.  Total  the  estimated  implementation  effort  and  cost. 
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COST/BENEFIT  ANALYSIS 


PAGE 


OF. 


DEPARTMENT 


CORRECTIVE  ACTION  PROJECT. 


PROJECT  NO. 
PREPARED  BY: . 
REVIEWED  BY:. 
DATE:   


S3 


PROPOSED  PROCESS 

TIME  PERIOD 

IMPLEMENTATION  COSTS  (314) 

ADMINISTRATIVE  COSTS  (310) 

STAFF  TRAINS 

EDP  OPERATING  COSTS  (31 1 ) 

BENEFITS  (313) 

TOTAL  COST/BENEFIT-PROPOSED  C/A 

PRESENT  PROCESS 


ADMINISTRATIVE  COSTS  (310) 

STAFF  TRAINING  COSTS  (312) 

EDP  OPERATING  COSTS  (81 1 ) 

TOTAL  COSTS-PRESENT  PROCESS 

NET  SAVINGS  (COST) 

315 


Instructions  For:     r.nst  /Rpnpf  i  f  Analysis  Summary  HI  *>) 


I.     Purpose  of  the  Form: 

To  summarize  and  compare  the  costs  and  benefits  of  the  present  and  pro- 
posed processes,  including  the  implementation  costs  of  the  new  process. 
This  provides  the  Executive  Panel  with  summary  cost/benefit  data  on  both 
the  present  and  proposed  income  maintenance  processes. 

II.     Existing  Documentation: 

Each  element  or  factor  of  cost  shown    must  be  supported  by  carefully  pre- 
pared working  forms  (see  number  in  parenthesis  for  each  cost  element) 
which  disclose     the  facts  upon  which  the  cost  data  is  based. 

III.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Indicate  the  time  increments  for  the  evaluation.     Typically  they  will 
be  shown  as  months/years  and  will  start  at  the  first  period  of  imple- 
mentation.    The  number  of  time  increments  used  in  the  analysis  is 
based  on  the  time  required  to  establish  comparability  and  to  insure 
that  the  new  process  is  in  stable  operation. 

3.  Record  the  costs  for  each  listed  element  of  the  proposed  process. 

4.  Compute  and  enter  the  direct  dollar  benefits  of  the  proposed  process. 

5.  Compute  and  record  the  total  cost  or  benefit  for  the  proposed  process. 

6.  Record  the  costs  for  each  listed  element  of  the  present  process. 

7.  Compute  and  record  the  total  costs  for  the  present  process. 

8.  Compute  and  enter  the  net  savings  or  cost  between  the  two  processes. 
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CORRECTIVE  ACTION  MANAGEMENT  SUMMARY 
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C.  CONSTRAINTS  AND  PROBLEMS 

D.  ADMINISTRATIVE  COSTS 
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Instructions  For:     Corrective  Action  Management  Summary  (316) 


I.     Purpose  of  the  Form: 


To  describe  for  the  Executive  Panel  in  a  narrative,  nontechnical  style  what 
the  new  process  will  comprise.     The  management  summary  should  clearly  and 
succinctly  describe  the  major  characteristics,  focus,  benefits,  constraints 
and  problems,  and  administrative  costs  inherent  in  the  new  process. 


II.     Existing  Documentation: 


Process  Flow  Chart  (308)  -  proposed 


Definition  of  Corrective  Action  Alternatives  (202) 


Summary  of  Alternatives  (204) 

Policy  Summary  (301)  -  proposed 

File  Identification  Summary  (307)  -  proposed 

Summary  of  Functions  (305)  -  proposed 

Constraints  and  Controls  (306)  -  proposed 

Job  Description  (302)  -  proposed 

Document  Index  (303)  -  proposed 

Document  Profile  (304)  -  proposed 

Staffing  Requirements  (309)  -  proposed 

Administrative  Cost  Summary  (310)  -  proposed 

Summary  -  EDP  Costs   (311)   -  proposed 

Staff  Training  Program/Costs  (312)  -  proposed 

Benefits  Evaluation  (313) 


II.     Considerations  in  Using  the  Form: 


The  management  summary  should  include  a  general  description  of  the  scope 
of  the  process.     This  description  should  be  limited  to  a  level  of  under- 
standing designed  to  communicate  with  top  management.     Subsequent  levels 
of  detail  should  be  provided  to  take  the  reader  from  the  general  descrip- 
tion through  brief  outlines  of  the  benefits,  constraints,  problems  and 
administrative  costs  inherent  in  the  new  process.     This  form  is  also  uti- 
lized during  inplementation  to  provide  an  updated  summary  of  the  more 
detailed  new  process  which  has  been  developed  for  implementation. 


III.     Procedure  for  Completing  the  Form: 


I.     Complete  the  heading  information. 


2. 


Describe  in  a  brief  narrative  form  the  scope  of  the  process  in  terms 
of  its  functions/operational  aspects,  type  of  staffing  patterns  in- 
volved, major  decision  factors  involved  and  integral  policies,  pro- 
cedures, forms,  reports,  files,  etc. 

Specify,  in  outline  form,  the  benefits/results  to  be  obtained  from 
the  proposed  process. 

Describe,  in  outline  form,  the  daily,  weekly,  or  monthly  scheduling 
constraints  or  other  related  problems  of  the  proposed  process. 

Summarize,  in  outline  form,  what  the  administrative  costs  of  the  new 
process  will  be. 
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CORRECTIVE  ACTION  IMPLEMENTATION 


r 


■  * 


FLOW  DIAGRAM  OF  CORRECTIVE  ACTION  IMPLEMENTATION 


FORMS  TYPICALLY  PREPARED  IN  THE  IMPLEMENTATION  PHASE 
(In  The  Order  of  Intended  Use) 


Flow  Diagram  Steps 

1.  Identify  and  Assign  Development  Tasks: 
Development  Task  List 

2.  Develop  the  New  Process  in  Detail: 

New  Policies  and  Instructions 

Job  Description  -  Proposed 

Document  Description 

Summary  of  Function  -  Proposed 

Constraints  and  Controls  -  Proposed 

File  Description 

Process  Flow  Chart  -  New  Process 

Corrective  Action  Management  Summary 

3.  Refine  Staff  Needs  for  Implementation: 
Staffing  Requirements  -  Proposed 

4.  Refine  Estimate  of  Non-Staff  Resources  Needed: 

Administrative  Cost  Summary 
Summary  -  EDP  Costs  -  Proposed 

5.  Develop  Training  Materials  and  Final  Training  Plan: 
Training  Needs  Summary  -  Proposed 

6.  Define  Pilot  Parameters: 
Pilot  Parameters 

7.  Prepare  Implementation  Plan  Task  List: 
Implementation  Task  List 

8.  Assign  Implementation  Task: 
Task  Assignments 

9.  Revise  as  Specified: 

Implementation  Cost  Schedule 
Implementation  Task  List 
Task  Assignments 


Form  No. 


401 


10 


Prepare  Implementation  Progress  Report: 
Implementation  Progress  Report 
11.     Adjust  Implementation  Schedule  or  Resources 
Change  Notice 
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302 
402 
305 
306 
403 
308 
316 


309 


310 
311 


312 


404 


405 


406 


314 
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407 
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INSTRUCTION  FOR:    Development  Task  List  (401) 


I. 


Purpose  of  the  Form: 


To  provide  a  work  list  of  design  activities,  tasks,  and  sub-task; 
to  define  specific  responsibility  and  the  estimated  mandays  needed  to 
to  complete  the  work;  and  to  specify  the  start  and  completion  dates 
for  each. 


It  is  usually  desirable  to  assign  development  tasks  to  the  income 
maintenance    staff  who  typically  work  in  the   functional  areas  related 
to  the  corrective  action  being  developed  for  implementation. 


1.  Complete  heading  information.     Identify  the  organization  and 
work  level  (preoject,  activity,  or  task). 

2.  Identify  and  define  the  design  tasks  or  work  steps. 

3.  Assign  each  a  project,  activity  or  task  number. 

4.  Estimate  manpower  in  terms  of  mandays  required  for  each  task 
defined . 

5.  Enter  the  amount  budgeted  to  perform  each  task. 

6.  Set  estimated  start  and  target  dates  in  conjunction  with 
personnel  or  staff  availability  for  the  work. 

7.  Identify  and  list  the  product  or  outputs  of  each  task. 


II. 


Considerations  In  Using  the  Form: 


III. 


Procedure  for  Completing  the  Form: 
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DEPARTMENT. 


CORRECTIVE  ACTION  PROJECT 


DOCUMENT  DESCRIPTION 
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CONTROL 
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COMMENTS: 

L 
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INSTRUCTION  FOR:     Document  Description  (402) 


I.  Purpose  of  the  Form: 

To  define  the  content  and  use  of  each  document  which  has  been  designed 
as  part  of  the  newly  developed  process. 

II.  Existing  Documentation: 

Newly  designed  documents  (Forms  and  Reports) 
Revised  documents  (Forms  and  Reports) 
Document  Profile  (304) 

III.  Considerations  In  Using  the  Form: 

This  form  will  be  completed  for  each  document  developed  for  use 
in  the  new  process.     The  new  documents  must  be  fully  designed  and 
a  prototype  drafted  before  a  Document  Description  (402)  form 
can  be  completed. 

In  considering  the  need  for  completing  a  402  form,  it  should  be 
understood  that  the  majority  of  the  activities  performed  in  a  newly 
designed  process  are  usually  associated  with  paperwork  (forms/reports) 
of  some  type.     Descriptions  of  this  paperwork  provide    an  excellent 
perspective  for  understanding  the  newly  designed  process. 


IV.        Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Assign  a  three-digit  document  number  to  be  used  for  reference, 

3.  Indicate  the  form  name  and  organizational  form  number  (if  any). 

4.  Describe  the  preparation  process  and  editoroial  or  revision 
steps  to  be  performed  within  the  department  with  respect 

to  the  document. 

5.  Specify  by  whom  the  preparation  and  processing  steps  are  to 
be  performed  and  on  which  copies  of  the  document. 

6.  Indicate  the  day  or  time  of  week  that  the  document  is  scheduled 
in  or  out  of  the  department  (if  applicable). 

7.  Indicate  the  department  name  (and  copy  number)  to  which  a  copy 
of  the  document  will  be  distributed. 

8.  Indicate  in  the  period  column,  the  predictable  season  or  cycle 
of  unusual  volumes  --  i.e.,  day,  week,  or  month  (if  applicable). 

9.  Indicate  in  the  frequency  column  the  estimated  calendar  period 
to  which  minimum,  maximum,  and  average  volumes  apply. 

10.  Specify  the  method  by  which  the  contents  of  the  document  will  be 
controlled  and  verified. 

11.  Enter  any  comments  to  clarify  the  document's  design,  intended 
utilization,  limitations,  etc. 

12.  Attach  a  copy  of  the  document  itself  (or  its  prototype)  to  the 
Document  Description. 
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FILE  DESCRIPTION  (PART  I) 


PAGE. 


OF. 


PROJECT  NO.. 


DEPARTMENT. 


CORRECTIVE  ACTION  PROJECT . 
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J  FILE  NUMBER  FILENAME. 
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FILE  RETENTION  PERIOD: 


ACCESS  REQUIREMENTS 


PURPOSE: 
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BASIC  FILE-CONTROL  AND  UPDATE  PROCEDURE 


COMMENTS: 
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FILE  DESCRIPTION  (PART  II) 


RECORD  DATA 

ELE. 
NO. 

DATA  ELEMENT  OR  INFORMATION  ITEM 

SOURCE 

J 

 J 
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INSTRUCTIONS  FOR:     File  Description  (403) 


I.     Purpose  of  the  Form: 

To  define  and  organize  the  specific  files  which  have  been  designed  for 
use  in  the  new  process,  including  descriptions  of  their  information 
cr  data  content  and  specific  use. 

II.     Existing  Documentation: 

File  Identification  Summary  (307)  -  Proposed 

Process  Flow  Chart   (308)  -  Proposed 

III.     Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Assign  a  three-digit  File  Number  to  be  used  for  reference,  analysis, 
and  control. 

3.  Indicate  the  File  Name. 

4.  Describe  how  frequently  the  file  is  to  be  updated,   i.e.,  daily, 
weekly,  monthly. 

5.  Indicate  the  type  of  filing  or  referencing  media,  and/or  forms 
to  be  used,  e.g.,  Kardex,  Wheeldex,  etc. 

6.  Indicate  how  long  the  file  or  material  within  the  file  is  to 
be  retained  if  the  contents  become  inactive  or  closed. 

7.  Describe  the  following  conerning  the  access  or  reference 
requirements  of  the  file : 

a.  Purpose  --  Why  contents  of  file  must  be  referenced. 

b.  How  Fast  --  What  will  be  the  time  constraints  for  reference, 

e.g.,  immediate,  one  day,  etc.,   (if  any). 

c.  How  Often  --  Estimate  the  frequency  of  requests  for  file  reference. 

d.  By  Whom  --  Who  is  to  make  the  requests  for  reference. 

e.  When  --  When  during  the  day,  week,  month,   etc.,  will  requests  for 
reference  originate. 

f.  Where  --  Where  will  requests  for  reference  originate,  e.g.,  unit, 
department,  agency,  etc. 

8.  Outline  the  general  procedure  to  be  used  to  Control  and  Update  the  file 
contents.     (Attach  copy  of  particular  procedure  which. applies  here.) 

9.  Enter  any  comments  or  additional  facts  to  clarify  the  design  and 
function  of  the  file. 

10.  Describe  each  information  element  to  be  contained  in  the  file. 

11.  Identify  the  source  of  each  information  elements. 

L3S 


r 

PROCESS  FLOW  CHART 
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INSTRUCTIONS  FOR:     PROCESS  FLOW  CHART  (308)  -  New  Process 


I.     Purpose  of  the  Form: 

The  flow  chart  is  designed  to  both  identify  and  graphically  illustrate  the 
complete  "process  cycle"  of  functions  comprising  the  new  income  maintenance 
process.     The  "process  cycle"  has  a  logical  beginning  and  ending  which  is 
graphically  traced  or  delineated  through  the  sequence  and  interrelationships 
of  functions,   tasks,  forms,   information,  and  decision  points  which  have 
been  identified  in  the  new  process. 

II.     Existing  Documentation: 

-  Process  Flow  Chart  (308)  -  Proposed 
Drafts  of  new/revised  procedures 

-  Documents,  prototypes,  and  instructions 
New/revised  files 

-  EDP  Program  spcif ications  for  inputs, outputs ,  and  files. 
Job  Descriptions  (302) 

-  Other 

III.       Considerations  In  Using  the  Form: 

The  level  of  detail  illustrated  here  is  greater  than  in  the  previous 
flow  chart  for  the  proposed  process.  The  chart  of  the  new  process  should 
be  of  sufficient  detail  to  provide  for  the  following: 

•  Identification  of  any  remaining  or  previously  unidentified  problems 

of  duplication,  scheduling,  operational  bottlenecks,  and  other  specific 
inefficiencies  which  should  be  corrected  before  the  design  of  the  new 
process  may  be  considered  complete  prior  to  implementation.  (The 
specific  problem  areas  which  still  exist  in  the  new  process  should 
be  resolved  with  the  appropriate  unit/department  at  this  point  prior  to 
proceeding  any  further  with  the  implementation  phase.) 

•  Finally,  the  flow  chart  should  be  checked  to  insure  that  each  form,  file, 
and  function  in  the  new  process  has  been  graphically  accounted  for. 


IV.     Procedure  for  Completing  the  Form! 

1.  Complete  the  heading  information. 

2.  Use  standard  flow  chart  symbols^ 

3.  Write  the  names  of  the  functions,  departments,  or  activities  within 
the  "Process  Cycle"  at  the  top  of  each  vertical  column  of  the  chart. 

4.  Organize  the  flow  around  the  documents  upon  which  functions  are 
based   (i.e.,   forms,  instructions,   procedures,  etc.). 

5.  Indicate  the  title  of  each  document  within  the  document  symbol. 

6.  Describe  briefly  the  actions  which  take  place  within  each  function 
for  the  process  being  illustrated. 

7.  Enter  the  assigned  function  numbers  from  the  Summary  of  Functions 
Performed  --  those  retained  from  the  present  process  and  new  ones 
identified  in  the  new  process. 

8.  Account  for  the  source  and  distribution  of  each  document  of  the 
new  process. 

9.  Obtain  appropriate  supervisory  review  and  approval  of  the  revised 
flow  and  functions. 
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INSTRUCTIONS  FOR:     Pilot  Parameters  (404) 


I.      Purpose  of  the  Form'. 

To  Drovide  a  complete  description  of  the  pilot  or  test  implementation. 
All  major  characteristics  or  aspects  of  a  pre-test  of  the  corrective 
action(s)  are  to  be  documented  using  this  form. 

I-      Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Briefly  state  or  define  the  specific  purpose  of  a  pilot 
implementation. 

3.  Describe,   in  narrative  form,  the  scope  and  focus  of  the  pilot  test. 

4.  Briefly  state  any  organizational  considerations  or  requirements 
to  do  a  pilot  test. 

5.  Identify  and  define  the  specific  prerequisites  or  pre-conditions 
of  the  pilot  test  in  terms  of: 

organizational  factors 

geographical  factors 

demographic  factors 

-      time  constraints 

procedural  considerations 

other  unique  factors 
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INSTRUCTIONS  FOR:     Implementation  Plan  Task  List  (405) 

I.       Purpose  of  the  Form: 

To  indicate  the  type,   schedule,  and  approval  of  all  the  major 
tasks  or  activities  which  must  systematically  be  carried  out  in 
order  to  assure  a  smooth,  orderly  transition  for  installation  of  the 
corrective  action  within  the  income  maintenance  system. 

II.       Considerations  in  Using  the  Form: 

The  Implementation  Plan  Task  List,  by  its  very  nature,  must  be  in  a 
generalized  summary  form. 

Responsibility  and  schedule  dates  should  be  established  for  each 
activity  identified  on  the  list.     Approval  of  the  responsibil i ty 
and  schedule  should  be  obtained  from  the  Corrective  Action  Execsrive 
Panel . 

It  is  often  difficult  to  tell  just  when  a  corrective  action  is  fully 
implemented.     Nevertheless,   this  task  list  should  provide  a  clear-cut 
completion  date  for  each  implementation  task. 

III.       Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Specify  for  each  activity  listed  on  the  list: 

•  Person  responsible  for  the  activity 

•  Department  responsible  for  the  activity 

•  Start  date  scheduled  for  the  activity 

•  Completion  date  for  the  activity 

•  Approval  of  the  department  head  responsible  for  the  activity 

3.  Circulate  copies  of  the  Implementation  Plan  Task  List  as  required. 
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INSTRUCTIONS  FOR:     Task  Assignments  For  Corrective  Action  Implementation (406) 


I.         Purpose  of  the  Form: 

To  provide  a  systematic  means  of  specifying  the  details  of  all  the  tasks 
or  activities  which  will  be  required  throughout  the  implementation  of  the 
corrective  action  project. 

II.        Considerations  In  Using  the  Form: 

Each  of  the  major  tasks  or  activities  entered  on  the  form  should  be 
described  to  the  lowest  level  of  detail  possible.  The 

detail  should  be  complete  to  the  point  that  supervisors  and  unit  heads 
who  are  not  fully  familiar  with  the  complete  corrective  action  may 
carry  out  their  assigned  implementation  tasks  with  a  clear  understanding 
of  what  is  to  be  done  to  adequately  implement  the  plan. 

The  use  of  additional  graphic  planning  techniques  such  as  Gantt  or 
Pert  charting  is  encouraged  to  clarify  complex  interrelationships 
or  timing  constraints. 

III.         Procedure  for  Completing  the  Form: 

1.  Complete  the  heading  information. 

2.  Prepare  in  brief  narrative  form,   the  detail  of  tasks  which  must  be 
accomplished  for  each  of  the  major  activities  entered  on  the  form. 

3.  Circulate  copies  of  the  Task  Assignments  as  required. 
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IMPLEMENTATION  PROGkESS  REPORT  (PART  I) 


DEPARTMENT 


CORRECTIVE  ACTION  PROJECT 


PAGE  

PROJECT  NO.  _ 
PREPARED  BY: 
REVIEWED  BY:  , 
DATE:  


OF 


PLANNED                „  TIME 
AND  COST  SCHEDULE 

PLANNED 
OUTLAYS 
TO  DATE 

ACTUAL  TIME  & 
COST  SCHEDULE 
TO  DATE 

DIFFERENCE  (PLUSOR  MINUS) 
BETWEEN  PLANNED  AND 
ACTUAL  TO  DATE 

IMPI  FMENTATION  ACTIVITY /TASK  LIST 

Start 
Date 

End 
Date 

Total 
Man- 
Hours 

Total 
dollar 
cost 

Man- 
Hours 

Dollar 
Cost 

Start 
Date 

End 
Date 

Man- 
Hours 

Dollar 
Cost 

Man  Hours 
Less  than  (— ) 
Greater  than  (+) 

Dollar  Cost 
Less  than  ( — ) 
Greater  than  (+) 
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IMPLEMENTATION  PROGRESS  REPORT  (PART  II) 


COMMENTS/RECOMMENDATIONS  REGARDING  ADJUSTMENTS  OR 
REVISIONS  TO  THE  IMPLEMENTATION  TIME/COST  SCHEDULE: 


407 


INSTRUCTIONS  FOR:     Implementation  Progress  Report  (407) 

I.  Purpose  of  the  Form: 

This  report  provides  the  Corrective  Action  Executive  Panel  with  the  means 
to  monitor  the  implementation  of  the  project.     It  is  a  measurement  of 
actual  progress  against  that  planned  by  work  element/task  or  activity 
on  a  periodic  basis.     Periodically,  it  provides  the  project  status 
of  each  planned  work  element  and  task  while  indicating  where  control 
emphasis  must  be  placed  to  insure  that  target  dates  are  either  met 
or  revised. 

II.  Procedure  for  Completing  the  Form: 

1.  Complete  heading  information. 

2.  Transcribe  to  this  form  each  of  the  task  or  activities  from  the 
initial  implementation  task  list  plan. 

3.  Record  the  applicable  start  dates   (planned  and  actual). 

4.  Record  the  applicable  end  dates  (planned  and  actual). 

5.  Record  the  applicable  estimated  vs  actual  time  in  manhours . 
(both  to  date  and  estimated  totals). 

6.  List  the  estimated  and  actual  cost  per  each  task  or  activity 
(both  to  date  and  estimated  totals). 

7.  List  the  difference  between  the  actual  manhours  expended  to  date 
vs  those  planned. 

8.  List  the  difference  between  the  actual  dollars  expended  to  date  vs. 
those  planned. 

9.  Note  in  Part  II  of  the  report  any  recommendations  or  comments 
regarding  any  changes  or  revisions  in  the  implementation  plan. 

This  might  include: 

revised  start  dates  where  applicable 
revised  end  dates  where  applicable 
revised  manhour  estimates  where  applicable 

additional  manhours  not  originally  allocated  in  the  initial  plan 
revised  cost  estimates  where  applicable 

additional  costs  not  originally  allowed  or  incorporated  in  the 
initial  plan. 

Also  include  any  specific  comments  to  clarify  or  give  added  insight 
to  the  information  and  data  contained  in  the  report. 
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CHANGE  NOTICE  page   OF. 
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INSTRUCTIONS  FOR:     Change  Notice  (408) 


I.  Purpose  of  the  Form: 

To  provide  a  means  for  the  Corrective  Action  Executive  Panel  to 
specify  any  changes  or  revisions  to  the  corrective  action  design, 
the  implementation  plan,  or  task  assignments  summary. 

II.  Procedures  for  Completing  the  Form: 

1.  Complete  the  heading  information 

2.  Briefly  describe  the  specific  changes  and/or  revisions  to  be  made, 
and  when  they  are  to  be  made. 

3.  Specify  the  reason  or  purpose  for  each  change  or  revision. 

4.  List  any  attachments  which  may  accompany  the  form  (e.g., 
"marked-up  copies  of  the  documents  -  forms  or  items  to  be 
changed  or  revised.) 
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CORRECTION  ACTION  EVALUATION 


FLOW  DIAGRAM  OF  CORRECTIVE  ACTION  EVALUATION 


INSTRUCTIONS  FOR:     Final  Evaluation  (502) 


I.  Purpose  of  the  Form: 

To  document  the  final  evaluation  of  a  corrective  action  project. 
This  serves  as  the  final  report  on  a  specific  corrective  action 
and  will  be  useful  in  developing  and  implementing  future  corrective 
action. 

II.  Considerations  When  Using  This  Form: 

The  final  evaluation  report  is  based  on  the  periodic  evaluation 
reports  prepared  by  the  Quality  Control  or  Research  and  Statistics 
staff  in  the  course  of  the  Evaluation  phase  as  well  as  projections 
calculated  in  other  phases. 

III.  Previous  Documentation: 

Statement  of  Cause  (101) 

Definition  of  Corrective  Action  Alternative  (202) 
Benefits  Evaluation  (313) 
Cost-Benefits  Analysis  Summary  (315) 
Corrective  Action  Management  Summary  (316) 
Implementation  Progress  Report  (407) 
Evaluation  Report  Summary  (501) 

IV.  Procedures  for  Completing  the  Form*. 

1.  Complete  the  heading  information. 

2.  Describe  the  error  condition  and  the  original  determination 
of  the  cause. 

3.  Provide  a  brief  description  of  the  corrective-  action  taken. 

4.  Describe  in  narrative  form  the  benefit  and  results  of  the 
corrective  action.     Following  the  format  previously  used 
in  this  guide,   the  benefits  should  be  grouped  into  direct 

and  indirect  categories.     To  the  extent  the  data  is  available, 
charts  should  be  presented  which  illustrate  the  error  rate  and 
erroneous  payments  for  the  base  period,   the  time  of  the  final 
evaluation,  and  the  difference  between  the  two.    A  discussion 
of  the  reasons  why  the  actual  results  differ  from  the  expected 
results  should  be  included  in  this  section. 

5.  Specify  the  total  implementation  and  additional  operating  costs  of  the 
corrective  action  project.     Reasons  for  differences  in  the  costs 
projected  during  the  Full  Planning  and  Implementation  phases  and  the 
actual  costs  should  be  discussed. 

6.  Findings  and  Recommendations  concerning  the  project  which  have 
implications  for  future  corrective  actions  should  be  discussed. 
This  includes  mention  of  unexpected  significant  problems  which 
developed  during  implementation.     This  provides  the  link  of  the 
experience  with  one  project  to  the  future  planning  and  imple- 
mentation of  others. 
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